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Organizational 
Behaviour and 
Opportunities 


LEARNING OUTCOMES 


After reading this chapter, you should be able to do the following: 


Define organizational behaviour. 


Identify four action steps for responding positively in 
times of change. 


443 Identify the important system components of 
an organization. 


in Describe the formal and informal elements of 
an organization. 
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Understand the diversity of organizations in the economy. 


Evaluate the opportunities that change creates for 
organizational behaviour. 


- Demonstrate the value of objective knowledge and skill 


development in the study of organizational behaviour. 


Explain the process of organizational design thinking. 
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"HUMAN BEHAVIOUR 
IN ORGANIZATIONS 


Welcome to the field of organizational 
behaviour! Here you will learn about what 


happens in organizations at three levels 


of analysis—the individual, the team, and 


Organizations have 
been described as 
clockworks, but they 


often seem like 


66 origins, and behaviour in times of change. 


The second section presents the organi- 
zational context within which behaviour 
occurs. The third section highlights the 
opportunities that exist in times of 
change and challenge for people at 
work.* 

The fourth section addresses the 


the organization. The more you under- snake pits.’ ways people learn about organizational 
stand about organizations, the more effec- behaviour and explains how the text's 
tive you will become as an organizational 99 pedagogical features relate to the various 


actor. Organizations have been studied for 

many years now and we have developed 

some robust theories and collected some useful empir- 
ical data. In this book, you will be exposed to many ideas 
and organizations that will enrich your understanding of 
the realities of the workplace. As you become familiar 
with the many aspects of organizational reality, you will 
be better prepared for your careers. 

Human behaviour in organizations is complex and 
often difficult to understand. Organizations have been 
described as clockworks in which human behaviour 
is logical and rational, but they often seem like snake 
pits to those who work in them.” The clockwork meta- 
phor reflects an orderly, idealized view of organiza- 
tional behaviour devoid of conflict or dilemma because 
all the working parts (the people) are believed to mesh 
smoothly. The snake pit metaphor conveys the daily con- 
flicts, distress, and struggle in organizations. Each meta- 
phor reflects reality from a different perspective—the 
organization's versus the individual's point of view—and 
both reflect the complexity of human behaviour, the dark 
side of which is seen in cases of road rage and workplace 
violence. Still others have described organizations using a 
more nuanced approach. Bolman and Deal urge us to see 
organizations through four frames or metaphors—struc- 
tural or machine, human resource or family, political or 

gle, and symbolic or the- 


learning styles. The next section presents 
the plan for the book. It concludes with 
an account of design thinking. 


aac is inne ae with the 
interpersonal, and behavioural dynamics in organizations. 
Organizational variables that affect human behaviour 
at work are also relevant to the study of organizational 
behaviour. These organizational variables include jobs, the 
design of work, communication, performance appraisal, 
organizational design, and organizational structure. Many 
organizational behaviour theories use a contingency per- 
spective. Any prescriptions depend on the characteristics 


of the particular situation, which must be analyzed care- 


Understanding Human Behaviour 


The vast majority of theories and models of human behavy- 
iour fall into two basic categories. One category has an 


internal perspective, and the other an external perspec- 
tive. The internal perspective looks at individuals’ ones 
to understand eh behaviour. The interne 


opportunities Favourable 
times or chances for progress and 
advancement. 


change The transformation or 
modification of an organization 
and/or its stakeholders, 


challenge The call to 
competition, contest, or battle. 


organizational 
behaviour The scientific 
study of individual behaviour, 
group dynamics, and structural 
choices in organizations, 
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"ele if they are to 
be effective, need to under- 
stand organizational  situa- 
tions through all four frames 
as doing so allows them to 
address the complexities of 
behaviours in organizations.’ 

This chapter introduces 
the field of organizational 
behaviour. The first sec- 
tion provides an overview of 
human behaviour in organi- 
zations, its interdisciplinary 


internal perspective explains nope s actions eeetg behay- 
iour in terms of their history and personal value systems. 
The internal processes of thinking, feeling, perceiving, 
and judging lead people to act in specific ways. This per- 
spective has given rise to a wide range of motivational 
and leadership theories. It implies that people are best 
understood from the inside and that people’s behaviour 
is best interpreted alongside their thoughts and feelings. 

The external perspective, on the other hand, focuses 
on factors outside the person to understand behaviour. 
People who subscribe to this view understand human 
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behaviour in terms of the external events. consequences, 
and environmental forces to which a person is subject. 
From the external perspective, a person’s history, feel- 
ings, thoughts, and personal value systems do not help 
interpret actions and behaviour. This perspective has 
given rise to an alternative set of motivational and lead- 
ership theories, which are covered in Chapters 5 and 12. 
The external perspective implies that examining the sur- 
‘ounding external events and environmental forces is the 
est way to understand behaviour. 

The internal and external perspectives offer alterna- 


a 


tive explanations for human behaviour. For example, the 
internal perspective might say Aisha is an outstanding 
employee because she has a high need for achievement, 
whereas the external perspective might say it is because 
she is extremely well paid for her work. Some years ago, 
one influential thinker combined both perspectives with 
his argument that behaviour is a function of the interac- 


tion between the person and the environment.” 


Interdisciplinary Influences 


Organizational behaviour is a blended discipline that 
has grown out of contributions from numerous earlier 
fields of study. The sciences of psychology, sociology, 
engineering, anthropology, management, medicine, and 
economics have each contributed to our understanding 
of human behaviour in organizations. These interdisci- 
plinary influences have evolved into the independent 
discipline of organizational behaviour. 

Psychology, the science of human behaviour, 
developed during the closing decades of the 19th century. 
Psychology traces its own origins to philosophy and the 
science of physiology. One of the most prominent early 
psychologists, William James, held a degree in medicine 


Since its origin, psychology has branched into a number of 


ro ae 


Effective work requires the fit between the person, 
the technology, and the organization. 
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The Canadarm is a key space innovation designed 
by several Canadian companies and used by NASA. 


specialized fields, including clinical, experimental, organi- 
zational, industrial/organizational (often referred to as IO 
Psych), and social psychology. Social psychology, in par- 
ticular, frequently overlaps with organizational behaviour; 
for instance, both investigate work motivation.° According 
to a survey of senior decision makers, most observed that 
personality was more important than an individual’s skill 
set when it came to hiring.’ Tests that used to understand 
personality include Myers-Briggs Temperament Index, 
the Big Five, and the DISC Behavior Inventory. 
Sociology, the science of society, has contrib- 
uted greatly to our knowledge of group and intergroup 
dynamics. Because sociology takes society rather than 
the individual as its point of departure, sociologists focus 
on the variety of roles within a society or culture, the 
norms and standards of behaviour in groups, and the 
consequences of compliant and deviant behaviour. One 
pre-eminent sociologist developed the idea of a bureau- 
cracy as a design to professionalize organizations. While 
the term bureaucracy may have a negative association 
now, its original purpose was to create organizations that 
were administratively fair and free from nepotism.” 
Engineering is the applied science of energy and 
matter. It enhances our understanding of the design of 
work. Frederick W. Taylor took basic engineering ideas 
and applied them to human behaviour at work, influencing 
the early study of organizational behaviour.’ With his engi- 
neering background, Taylor 
placed special emphasis on 
human productivity and effi- 
ciency in work behaviour. 
His notions of performance 
and differential 


human behaviour. 


sociology The science of 


society. 
standards 
engineering The applied 


piece-rate systems still shape 
science of energy and matter. 


organizational — goal-setting 


CHAPTER 1: Organizational Behaviour and Opportunities 


psychology The science of 
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programs, such as those at Black & Decker, IBM, and 
Weyerhaeuser.” 

Anthropology, the science of human learned 
behaviour, is especially important to our understanding of 
organizational culture. Cultural anthropology focuses on 
the origins of culture and the patterns of behaviour that 
develop with symbolic communication, Anthropological 
research has examined the effects of efficient cultures on 
organizational performance" and the ways pathological 
personalities may lead to dysfunctional organizational cul- 
tures.'? Design firm IDEO, for example, hires anthropolo- 
gists as well as other social scientists as they are able to 
gather and synthesize insights from interviews and obser- 
vations. That way, IDEO’s designs are more useful to their 
clients.° IDEO has designed an Apple watch camera 
band, the Levis commuter trucker jacket, a creativity- 
developing app for children, to name a few." 

Management, originally called administrative 
science, is the study of overseeing activities and super- 
vising people in organizations. It emphasizes the design, 
implementation, and management of various administra- 
tive and organizational systems. Management is the first 
discipline to take the modern corporation as the unit of 
analysis, a viewpoint that distinguishes its contribution to 
the study of organizational behaviour. 

Medicine is the applied science of healing or treating 
diseases to enhance an individual’s health and well-being. 
Medicine concerns itself with both physical and psycho- 
logical health, as well as occupational mental health.’ As 
modern care defeats acute diseases, medical attention 
has shifted to more chronic diseases, such as hyperten- 
sion, and to occupational health and well-being.'® These 
trends have contributed to the growth of organizational 
wellness programs, such as Johnson & Johnson’s “Fit for 
Life” program." Skyrocketing health care costs continue 
to contribute to increased organizational concern with 

wellness and health care in 


anthropology The science 
of the learned behaviour of 
human beings. 


management The 
study of overseeing activities 
and supervising people in 
organizations. 


medicine The applied 
science of healing or treatment 
of diseases to enhance an 


individual's health and well-being. 


economics The study of 
theories, principles, and models 
that seek to understand and 
explain how markets work. 
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the workplace." 
Economics is the 
study of theories, principles, 
and models that seek to 
understand and explain how 
markets work. It attempts to 
explain how wealth is created 
and distributed. According 
to Adam Smith (1723-1790), 
often considered the founder 
of economics, “economics is 
the study of the nature and 
causes wealth 
or simply as the study of 


of nations’ 


wealth.”!® There are two branches in economics: micro- 
economics, which looks at the individual unit and its 
decisions and macro-economics, which looks at systemic 
processes. More recently, behavioural economics (BE) 
has contributed to our understanding of organizational 
behaviour. Behavioural economists argue that we are not 
as rational as economists assume. Rather we tend “to act 
more like Homer Simpson than Mr. Spock” when we 
have to make complex decisions.”*” Organizations such as 
Canadian Tire and various banks are using BE ideas in 
their customers. In addi- 


designing ways to interact with 
tion, be hi ioural nist 


1] U 


Nudges attempt to alter behaviour by using subtle sugges- 
tions, indirect incentives, and framing choices to help us 
make better decisions. 


> BEHAVIOUR IN TIMES OF CHANGE 


Early research with individuals and organizations in the 
midst of environmental change found that people often 
experience change as a threat and respond by relying on 
well-leamed and dominant forms of behaviour.?! That 
is, in the midst of change, people often become rigid 
and reactive, rather than open and responsive. This 
behaviour works well in the face of gradual, incremental 
change. However, rigid and well-learned behaviour may 
be a counterproductive response to significant change. 
Outsourcing is a significant change in North American 
industry that has been forced by dramatic advances in 
the Internet and networking technology.” Big changes 
disrupt people’s habitual behaviour and force them to 
learn new skills. One senior executive offers some sen- 
sible words of advice to see the opportunity in change.” 
He recommends adapting to change by seeing it as posi- 
tive, and challenge as good rather than bad. His action 
steps for doing this are to (1) have a positive attitude, 


% 
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fv. aml ome ae , 
Change requires a shared vision, innovative 
thinking, and a powerful change team. 
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(2) ask questions, (3) listen to the answers, 
and (4) be committed to success. 
However, success is never guaran- 
teed, and change often results in failure. If 
this happens, do not despair. Some of the 
world’s greatest leaders, such as Nelson 
Mandela, experienced dramatic failures 
and successes. Their capacity to learn from 
the failures and to respond positively to 
new opportunities helped them overcome 
early setbacks. One venture capitalist with 
whom the authors have worked likes to ask 
those seeking to build a business to tell 


him about their greatest failure. el 
to , 


Change carries both the risk of failure and the oppor- 
tunity for success; our behaviour often determines the 
outcome. Success can come through enlightened oppor- 
tunism, the accumulation of small wins, and the use of 
microprocesses, as has been found with middle managers 
engaged in institutional change.”* 


|) THE ORGANIZATIONAL CONTEXT 


A complete understanding of organizational behaviour 
requires both an understanding of human behaviour and 
an understanding of the organizational context—that is, 
the specific setting—within which human behaviour is 
acted out. 


Organizations as Open Systems 


Just as two different perspectives offer complementary 
explanations for human behaviour, two views shape 


The RCMP musical ride illustrates the delicate fit of 
many components. 
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Some of the world’s 
greatest leaders, 
such as Nelson 
Mandela, experienced 
dramatic failures and 


SuCCeSSES. 
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complementary explanations of organiza- 
tions. Organizations are open systems of 
interacting components: people, tasks, 
technology, and structure. These internal 
components also interact with compo- 
nents in the organization’s task environ- 
ment. Open system organizations consist 
of people, technology, structure, and pur- 
pose, all interacting with elements in the 
organization's environment. 

What, exactly, then is an organiza- 
tion? Today, the corporation is the domi- 
nant organizational form for much of the 
Global North, but other organizational 
forms have dominated other societies. 
Religious organizations, such as the temple corporations 
of ancient Mesopotamia and the Catholic Church in 19th- 
century Quebec, can often dominate society.” So can 
military organizations, like the clans of the Scottish High- 
lands and the regional armies of the People’s Republic 
of China.” All of these societies are woven together by 
family organizations, which themselves may vary from 
nuclear and extended families to small, collective com- 
munities.’ The purpose and structure of the religious, 
military, and family organizational forms vary, but people 
within different organizations often behave alike. In fact, 


nN in we 


Organizations may manufacture products, such as 
aircraft components or steel, or deliver services such as 


managing money or providing insurance protection. We 
must first understand the open system components of an 
organization and the components of its task environment 
in order to see how the organization functions. The fou 


the organization’s inputs, outputs, and key elements in 
the task environment, are depicted in Figure 1.1. The 
structure is the systems of communication, systems of 


authority, and the systems of workflow. 
the RS ict ange of tools 


edge, processes, and/or techniques used 


the tse 

The people are the human structure The systems of 
fa te communication, authority, and 

resources O 1e orga Want 

zation. The task of the 


organization is its mission, 
purpose, or goal for existing. 
In addition to these major 
components, the 


_ of the organization. 


; purpose, or goal for existing. 
internal 


CHAPTER 1: Organizational Behaviour and Opportunities 


people The human resources 


task An organization's mission, 
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AN OPEN-SYSTEMS VIEW OF AN ORGANIZATION 


Task environment: 


Competitors 


Unions 


Regulatory agencies 


Clients 


Inputs: | 
Material ———>| 
Capital \ 
Human \ 


People 
(Actors) 


~ 


— 


Outputs: 
Tey Products 
Services 


bee 


_— 


SOURCE: Based on Harold Levitt, “Applied Organizational Change in Industry: Structural, Technological, and Humanistic Approaches,” in J. G. March, ed., Handbook of Organizations (Chicago: Rand McNally, 1965), p. 1145 


Reprinted by permission of James G, March. 


organization, as a system, also has an external task envi- 
ronment. The external task envire f 1s Con 
different constituents, such as suppliers, customers, and 
federal regulators. The task environment is that element 
of the environment related to the organization’s degree 


is com 
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McDonald’s 


orth American corporations typically do things the North 

American way as they globalize and extend their reach 
into all parts of the world. The process of standardization is 
a uniquely American way of business since the advent of the 
Model T by Henry Ford. McDonald’s has shown that it does not 
have to be that way. Instead of the Big Mac, the really successful 
Big Tasty was invented in Germany and launched in Sweden. 
France has the Croque McDo, which is ham and Swiss cheese 
on toast. The Netherlands has the McKroket—a deep-fried beef 
patty, and other countries have their own unique McDonald's 
specialties. McDonald's current global success is being achieved 
through accommodation, not through domination. 
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of goal attainment; that is, the task environment is com- 
posed of those elements of the environment related to 
the organization’s basic task.” For example, Tim Hor- 
tons is the chief competitor for Starbucks Canada and 
therefore a key element in Starbucks’ task environment. 
Starbucks Canada must develop a business strategy and 
approach that considers the actions and activities of Tim 
Hortons. Similarly, Tim Hortons must do the same, espe- 
cially as it has lost significant brand credibility in 2018. 
The organization works by taking inputs, converting 
them into throughputs, and delivering outputs to its 
task environment. Inputs are the human, informational, 
material, and financial resources used by the organiza- 
tion. Throughputs are the materials and resources as 
they are transformed by the organization’s technology 
component. Once the transformation is complete, they 
become outputs for customers, consumers, and clients. 
The actions of suppliers, customers, regulators, and 
other elements of the task environment affect the organi- 
zation and the behaviour of people at work. For example, 
businesses in the environmental field in Ontario are wor- 
ried by the recent cancellation by Premier of Ontario of 
the GreenON rebate program. They are worried that 
households and businesses will not invest in their prod- 


ucts and services.” 
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(> THE FORMAL AND INFORMAL 
ORGANIZATION 


The open systems view of organization suggests that orga- 
nizations are designed like clockwork with a neat, precise, 
interrelated functioning. The formal organization is 
the official, legitimate, and most visible part that enables 
people to think of organizations in logical and rational 
ways. Scientific management, developed by Fred- 
erick W. Taylor, is one of the best known models 
that suggests that organizations should operate like 
clockwork. The model argues that all work can be— 


and should be—broken down into the smallest pos- 
sible tasks and processes. The snake-pit metaphor 
mentioned earlier originates from the study of the 
informal organization, which is unofficial and less 
visible. The Hawthorne studies were initiated in 1924 
and were originally designed to study the relationship 
between illumination and productivity. While produc- 
tivity increased, it was not caused by the illumination but 
by other factors. This unexpected finding triggered more 


research. Subsequent studies looked at the relationships: 


FORMAL AND INFORMAL ORGANIZATION 


Formal organization (overt) 
Goals and objectives 
Policies and procedures 

Job descriptions 

Financial resources 
Authority structure 
Communication channels 
Products and services 


informal organization (covert) 
Beliefs and assumptions 
Perceptions and attitudes 
Values 
Feelings such as fear, 

joy, anger, trust, and hope 
Group norms 
informal leaders 
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between the changes in rest breaks and work hours and 
productivity. The analysis of the research concluded that 
the productivity must be attributable to “improved per- 
sonal relations between workers and management”! and 
the workers’ participation in the study itself. During the 
interview study, the third of the four Hawthorne studies, 
the researchers began to fully appreciate the informal 
elements of the Hawthorne Works as an organiza- 
tion.” (However, the generalizability of the Hawthorne 
effect—and the effect itself—has been challenged.) The 
formal and informal elements of the organization are 
depicted in Figure 1.2. 

Since the formal and informal elements of an urga- 
nization can sometimes conflict, we must understand 
both. Conflicts erupted in many organizations during 
the early years of the 20th century and were embodied 
in the union—management strife of that era. Sometimes 
formal-informal conflicts escalated into violence. For 
example, during the 1920s, supervisors at the Home- 
stead Works of U.S. Steel were issued pistols “just in 
case” they felt it necessary to shoot unruly, dangerous 
steelworkers. Not all organizations are characterized by 
such potential formal-informal, management—labour 
conflict. During the same era, 
the progressive Eastman Kodak 
company helped with financial 
backing for employees’ neigh- 
bourhood communities, such 
as Meadowbrook in Rochester, 
New York. Kodak’s apparent 
concern for employees and 
attention to informal issues 
made unions unnecessary within 
the company. 

The informal elements of 
the organization are often points 


Social surface 


formal organization The 
official, legitimate, and most 
visible part of the system. 


scientific management 


An atomistic view of management. 


informal organization 


The unofficial and less visible part 


of the system. 


Hawthorne studies 
Studies conducted during the 
1920s and 1930s that discovered 
the existence of the informal 
organization. 
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Marriott 


arriott is no Google, and it doesn't strive to be. Marriott employees /ove working at Marriott, and a large part of their affinity for 
Mix hotel chain can be attributed to its formal employee policies, from its hiring, flexible scheduling, and career development pro- 
grams to its wide-ranging perks and benefits. These formal organizational elements have had a positive impact on worker attitudes and 
desire to remain with the company. Marriott employees consider each other as family rather than colleagues. By far, it is the company’s 
recruitment and hiring practices that have the most positive effect on organizational outcomes. Marriott's EVP of HR believes that due 
to the company’s practice of “hiring friendly and training technically,’ it has experienced lower turnover and increased numbers of 
employees who not only believe in serving their customers but delight in doing so. 


SOURCE: L. Gallagher, “Why Employees Love Marriott,” Fortune, 171 (March 15, 2015), 112-118 and Marriott International, Inc. 


of diagnostic and intervention activities in organization 
development, though the formal elements must always 
be considered since they provide the context for the 
informal.* Informal elements are important because 
people’s feelings, thoughts, and attitudes about their 
work affect their behaviour and performance. Individual 
behaviour plays out in the context of the formal and 
informal elements of the system, EESoets organiza- 
tional be behaviour. Nh noods ion: 
positions all in moeta 
such as job p 


turnover, eee een and een 


DIVERSITY OF ORGANIZATIONS 


Organizational behaviour always occurs in the context 
of a specific organizational setting. Most attempts at 
explaining or predicting organizational behaviour rely 
heavily on factors within the organization and give less 


(= 2016 GDP is worth 
US$1,529.76 billion or approxi- 
mately 2.47 percent of the world 
economy. The foundation of the 
Canadian economy is foreign trade 
and the United States is by far the 


AUT 


nation’s largest trade partner. Foreign trade is responsible for 
about 45 percent of Canada’s GDP. Canada is one of the few 
developed nations that is a net exporter of energy. 


SOURCE: “Canada GDP accessed fram https://tradingeconomics.com/canada/gdp, May 4, 2018, 
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weight to external environmental considerations.” Stu- 
dents can benefit from being sensitive to the industrial 
and sectoral context of organizations and from devel- 
oping an appreciation for each organization as a whole.” 

Large and small organizations operate in each sector 
of the economy. The private sectors play an important 
role in the economy. The manufacturing sector includes 
the production of basic materials, such as steel, and the 
production of finished products, such as automobiles 
and electronic equipment. The service sector includes 
transportation, financial services, insurance, and retail 
sales. The government sectors, which provide essen- 
tial infrastructure, and nonprofit organizations are also 
important to our collective well-being because they meet 
needs that aren't addressed by other sectors. The non- 
profit sector, for example, accounts for approximately 
10 percent of Canada’s gross domestic product (GDP). 

Hundreds of small, medium, and large organizations 
contribute to Canada’s economic health and human wel- 
fare. Throughout this book, we provide examples from 
a variety of organizations to help you develop a greater 
appreciation for your own organization and for others in 
the diverse world of business enterprises and nonprofit 
organizations. 


CHANGE CREATES OPPORTUNITIES 


Change creates opportunities and risks. Global competi- 
tion is a leading force driving change at work. Competi- 


tion in the Canadian and world economies has increased 
significantly during the past few decades, especially in 
industries such as banking, finance, and air transporta- 
tion. Competition creates performance and cost pres- 
sures, which have a ripple effect on people and their 
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behaviour at work. While one risk for employees is the 
marginalization of part-time professionals, good man- 
agement practice can ensure their integration.*” Compe- 
tition may lead to downsizing and restructuring, but it 
can provide the opportunity for revitalization.*> Further, 
small companies don’t necessarily lose in this competi- 
tive environment. For example, Squeeze Studio, a small 
3D animation company in Quebec, competes globally. 
Product and service quality helps companies win in a 
competitive environment. Organizations as different as 
IBM, WestJet Airlines, and Arctic Co-operatives Lim- 
ited Network all use problem-solving skills to achieve 
high-quality products and services. 

Too much change leads to chaos; too little change 
leads to stagnation. Change in the coffee industry is a 
key stimulus for both Tim Hortons and Starbucks as they 
innovate and improve. Winning in a competitive industry 
can be a transient victory, however; staying ahead of the 
competition requires constant change. 
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_ Four Chailenges for Managers 
Related to Change 


Chapter 2 discusses four significant challenges for man- 
agers related to change in contemporary organizations: 
globalization, workforce diversity, ethics and character, 
and technological innovation. These four driving forces 
create and shape changes at work. Further, success in 
global competition requires organizations to respond to 
cultural, religious, and gender diversity and to personal 
integrity in the workforce, in addition to responding 
positively to the competition in the international mar- 
ketplace. Workforce demographic change and diversity 
are critical challenges in themselves for the study and 
management of organizational behaviour.” The theories 
of motivation, leadership, and group behaviour based on 
research in a workforce of one composition may not be 
applicable in a workforce of a very different composi- 
tion.*” This may be especially problematic if cultural, 
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gender, and/or religious differences lead to conflict 
between leaders and followers in organizations. 


GLOBAL COMPETITION IN BUSINESS Managers 
and executives in North America face radical change 
in response to increased global competition, including 
an intense rivalry between the United States, Japan, 
and Europe in core industries." Economic competi- 
tion places pressure on all categories of employees to 
be productive and to add value to the firm. Corporate 
warfare and competition make employment uncertain 
for people in companies or industries that pursue cost- 
cutting strategies to achieve economic success. The 
global competition in the fragile automotive industry 
among the Japanese, North American, and European car 
companies embodies the intensity that 
other industries can expect in the future. 

Some people feel that the future must 
be the focus in coming to grips with this 
international competition, whereas others 
believe we can deal with the future only 
by studying the past. Global, economic, 
and organizational changes have dramatic 
effects on the study and management of 
organizational behaviour. 


CUSTOMER FOCUSED FOR HIGH 
QUALITY Global competition has chal- 
lenged organizations to become more 
customer focused, to meet changing 
product and service demands, and to exceed customers’ 
expectations of high quality. Quality has the potential to 
give organizations a competitive edge against interna- 
tional competition. 

Quality became a rubric for products and services 
of high status. Total quality is defined in many ways." 


eeeaeAs Quality isa Easier Sena eee of 
management with important implications for virtually 
all aspects of organizational behaviour. Quality cannot 
be optimized, because customer needs and expectations 
are always changing, but it is embedded in highly suc- 
cessful organizations. Part of what catapulted Toyota 
to the top of the auto industry is its attention to quality 
and detail throughout the organization. However, when 
Toyota decided to expand rapidly, it lost its quality focus. 
In 2010, the president of Toyota, Akio Toyoda, testified: 
“I would like to point out here that Toyota's priority has 
traditionally been the following: First, Safety; Second, 
Quality; and Third, Volume. These three priorities 
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Total quality isn’t 
a panacea for all 
organizations and It 
doesn't guarantee 


unqualified success. 


became confused and-we were not able to stop, think, 
and make improvements as much as we were able to 
before, and our basic stance to listen to customers’ voices 
to make better products has weakened somewhat.” 

Even. though TQM consulting has experienced a 
boom-to-bust cycle, the main concepts underlying its 
initial rise in popularity are here to stay. 

Quality improvement enhances the probability 
of organizational success in increasingly competitive 
industries. One study of 193 general medical hospitals 
examined seven TQM practices and found them posi- 
tively related to the financial performance of the hos- 
pital. Quality improvement is an enduring feature of 
an organization’s culture and of the economic compe- 


tition we face today. 


h 


The three key questions in evaluating 
qualitv-improvement ideas for people 


at work are as follows: (1) Does the idea 
improve customer response” |2) Does the 
idea accelerate results? (3) Does the idea 
increase the effectiveness of resources? 
A “yes” answer means the idea should be 
implemented to improve quality. Organi- 
zations as diverse as Diversicare Canada 
Management Services Co. Inc.; City of 
St. George, BC; ARSC Energy Services, 
Tri Ocean Engineering Ltd.; and Manu- 
life Financial—Individual Wealth Management Opera- 
tions have received the Canada Awards for Excellence in 


Quality from the National Quality 


Cones! please plant in Bro- 
mont, ieee for example, is committed to achieving 
the highest Six Sigma standard. The Six Sigma program 
is characterized by its customer-driven approach, its 
emphasis on using quantitative data to make decisions, 
and its priority on saving money.** It has evolved into a 
high-performance system to execute business strategy. 
Part of its quality program is a 12-step problem-solving 
method specifically designed to lead a Six Sigma “Black 
Belt” to veaulent improgament wei a defined pro- 


aditecr it foe eres to align the right ae 
and targets and quality-improvement teams to mobi- 
lize for action in order to accelerate and monitor sus- 
tained improvement. Six Sigma is set up so that it can 
be applied to a range of situations, from manufacturing 
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TABLE 1.1 


Executive ownership Self-directed work teams 


Business strategy execution 
system 


Quality initiative 
Truly cross-functional Largely within a single function 


Focused training with verifiable 
return on investment 


No mass training in statistics 
and quality return on 


investment 
Business results oriented Quality oriented 


SOURCE: M. Barney, “Motorola's Second Generation,” Six Sigma Forum Magazine (May 2002): 13. Reprinted 
by permission of ASQ. 


settings to service work environments. Table 1.1 con- 
trasts Six Sigma and TQM. One study compared Six 
Sigma to two other methods for quality improvement 
(specifically, Taguchi’s methods and the Shainin systein) 
and found it to be the most complete strategy of the 
three, with a strong emphasis on exploiting statistical 
modelling techniques. 


BEHAVIOUR AND QUALITY AT WORK Whereas 
total quality may draw on reliability a! or 


just- in-time management, 


quality os seat direct effects on the behaviour of 
emplovees at all levels in the organization, not just on 
vees working directly with customers. Chief exec-_ 


d personally involved in quality efforts. ee 
by feel fof the manufacturing industry, Six Sigma is a 
quality and management trend with staying power. The 
fundamental goal of Six Sigma is to increase quality by 
reducing the variation between manufactured parts. To 
achieve Six Sigma, an organization must incur only 3.4 
defective or nonstandard parts per million.”' It’s easy to 
see why organizations across a wide range of product 
and service industries are implementing Six Sigma 
techniques: the goal of stratospheric perfection is moti- 
vating and actually measurable. 

Quality improvement is crucial to competitive 
success. The National Quality Institute, whose mis- 
sion is “Helping Canada Live and Work Better,” has 
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an awards program to honour and to inspire a com- 
mitment to quality excellence. Organizations that do 
not respond to customer needs find their customers 
choosing alternative product and service suppliers who 
are willing to exceed customer expectations. Quality 
is one watchword for competitive success. Keep in 
mind, however, that total quality isn’t a panacea for 
all organizations and it doesn’t guarantee unqualified 
success. 


MANAGING ORGANIZATIONAL BEHAVIOUR IN 
CHANGING TIMES Over and above the challenge of 
quality improvement to meet international competition, 
managing organizational behaviour during changing 
times is challenging for at least four reasons: (1) the 


ritory, (2) : 
forces, (3) He 


haviour at work, and (4) continuing 
rs innovation with its companion need for 
skill enhancement. 

Each of these four issues is explored in detail in 
Chapter 2 and highlighted throughout the text as they 
appear intertwined with contemporary organizational 
practices. For example, the issue of women in the work- 
place concerns workforce diversity and at the same 
time overlaps with the globalization issue. Gender roles 
are often defined differently in various cultures, and 
sexual harassment often plagues organizations in North 
America and elsewhere. 


he CEO of Kicking Horse, Elana Rosenfeld, has designed 

her company to reflect her values. She started the com- 
pany in 1996, long before premium coffees became popular 
in the Canadian market. From the outset, Rosenfeld intro- 
duced whole bean, organic, fair trade coffee. To her, doing 
so was a “no-brainer.” While Lavazza bought 80 percent of 
Kicking Horse, valued at $215 million in 2017, Rosenfeld is 
still the CEO and continues to be based in Invermere, BC. 
Rosenfeld goes on to note that Lavazza and Kicking Horse 
have philosophical similarities, although their brands are 
different. 


SOURCE: S. Efron, “Kicking Horse Coffee CEO Elana Rosenfeld on Building a Business 
that Reflects her Personal Ethics,’ The Globe and Mail, April 15, 2018, accessed 
from https://www.theglobeandmail.com/business/careers/leadership/article-kicking 
-horse-coffee-ceo-elana-rosenfeld-on-buiiding-a-business-that, May 4, 2018. 
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1] 


objective knowledge 
Knowledge that results from 
research and scientific activities, 


skill development The 
mastery of abilities essential 
to successful functioning in 
organizations. 
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© > LEARNING ABOUT 
ORGANIZATIONAL BEHAVIOUR 


Organizational behaviour is based on scientific knowl- 
edge, empirical findings, and applied practice. It 
involves the study of abstract ideas, such as valence and 


expectancy in motivation, as well as the study of concrete 
matters, such as observable behaviours and physical and 
emotional symptoms of distress at work. Therefore, 
learning about organizational behaviour includes at least 
three activities, as shown in Figure 1.3. First, the sci- 
ence of organizational behaviour requires the mastery 
of a certain body of objective knowledge. Objective 
knowledge results from research and scientific activi- 
ties. Second, the practice of organizational behaviour 
requires Skill development based on knowledge and 
an understanding of yourself in order to master the abili- 
ties essential to success. Both objective knowledge and 
skill development must be applied in real-world settings. 
Learning is challenging and fun because we are all 
different. Within learning environments, student diversity 
is best addressed in the learning process when students 
have more options and can take greater responsibility as 
co-producers in the effort and fun of learning.” For those 
with learning exceptionalities, leaming can be a special 
challenge. Teaching and learning styles should be aligned 
carefully and educators should be aware that teaching is 
no longer merely verbal and visual; it has now become 
virtual. If you are a visual learner, use charts, maps, 
PowerPoint slides, videos, the Internet, notes, or flash 
cards, and write things out for visual review. If you are an 
auditory learner, listen, take notes during lectures, and con- 
sider taping them so you can fill in gaps later; review your 
notes frequently; and recite key concepts out loud. If you 
are a tactile learner, trace words as you are saying them, 
write down facts several times, and make study sheets. 


Objective Knowledge 


Objective knowledge, in any field of study, is developed 
through basic and applied research. Research in orga- 
nizational behaviour has continued since early research 
on scientific management. Acquiring objective knowl- 
edge requires the cognitive 
mastery of theories, concep- 
tual models, and research 
findings. In this book, the 
objective knowledge in each 
chapter is reflected in the 
supporting notes. Mastering 
the concepts and ideas that 
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come from these notes enables you to intelligently dis- 
cuss topics such as motivation, performance, leader- 
ship,” and executive stress.” 

We encourage instructors and students of organi- 
zational behaviour to think critically about the objective 
knowledge in organizational behaviour. Only by engaging 
in critical thinking can you question or challenge the 
results of specific research and responsibly consider how 
to apply research results in a particular work setting. Rote 
memorization does not prepare students to appreciate the 
complexity of specific theories or the intricacies of inter- 
related concepts, ideas, and topics. Good critical thinking, 
however, enables the student to identify inconsistencies 
and limitations in the current body of objective knowledge. 

Critical thinking, based on knowledge and under- 
standing of basic ideas, leads to inquisitive exploration 
and is a key to accepting the responsibility of co-producer 
in the learning process. A questioning, probing attitude 
is at the core of critical thinking. The student of organi- 
zational behaviour should evolve into a critical consumer 
of knowledge related to organizational behaviour—one 
who is able to intelligently question the Jatest research 
results and distinguish plausible, sound new approaches 


from fads that lack substance or adequate foundation. 


Ideally, t 


LEARNING ABOUT ORGANIZATIONAL 
BEHAVIOUR 


Learning activity 


Mastery of 
basic objective 
knowledge 


Development of 
specitic skills 
and abilities 


Application 
of-kr iowiedde 
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Skill Development 


Learning about organizational behaviour requires doing 
as well as knowing. The development of skills and abili- 
ties requires that students be challenged by the instructor 
and by themselves. The Self-Assessment at the end of 
the chapter gives you a chance to learn about yourself, 
challenge yourself, and developmentally apply what you 
are learning. 

Employment and Social Development Canada has 
identified nine “essential skills” for work, learning, and 
life. The nine were identified through research and are 
needed to be successful in most types of work and life. 


The nine are ( i reading, (2) document use, (3) ) numeracy, 


(4) ) oral communication, (6) working with others, 


, (8) thinking, and (9) computer 
. While the-skills are used in different 


degrees and at different levels of complexity in different 
types of work, they are all needed.® All these skills are used 
in the study of organizational behaviour. 


Developing skills is different from acquiring objec- 
tive knowledge because it requires structured practice 
and feedback. A key function of experiential learning 
is engaging the student in individual or group activities 
that are systematically reviewed, leading to new skills 
and understandings. Objective knowledge acquisition 
and skill development are interrelated. The process 
for learning from structured or experiential activities is 
depicted in Figure 1.4. The 
student engages in an indi- 
vidual or group-structured 
activity and — systemati- 
cally reviews that activity, 
gaining new or modified 
knowledge and skills. 

If skill development 
and structured learning 
occur in this way, there 
should be an inherently 
self-correcting element 
to learning because of the 
modification of the stu- group decisions 
dent’s knowledge and skills better) 
over time.** To ensure that 
skill development does 
occur and that the learning 
is self-correcting as it 


His, WS 


(€.g., consensus 


occurs, three basic assump- 
tions must be followed. 
First, each student 
must accept responsibility 
for their own behaviour, 
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actions, and learning. This is a key to the co-producer 
role in the learning process. A group cannot learn for its 
members. Each member must accept responsibility for 
what they do and Peleus of responsibility helps no 
one, least of all the learner. 

Second, each student must actively participate in the 
individual or group-structured learning activity. Struc- 
tured learning is not passive; it is active. In group activi- 
ties, everyone suffers if just one person adopts a passive 
attitude. IB NSO everyone must actively participate. 

ent must be open to new information, 

deas, and experimentation. This does not 

mean that students need to be confessional. It does mean 

that students should have a nondefensive, open attitude 
so that they can learn and adjust to new ideas. 


Application of Knowledge and Skills 


Understanding organizational behaviour includes an 
appreciation and understanding of working realities, as 
well as of science and of yourself. One of the advantages 
of structured, experiential learning is that a person can 
explore new behaviours and skills in a comparatively safe 
environment. Losing your temper in a classroom activity 
and learning about the potentially adverse impact on 
other people will probably have dramatically different 
consequences from losing your temper with an impor- 
tant customer in a tense work situation. Learning spaces 


LEARNING FROM STRUCTUR 


Tovrea VON: 
Peas activity 


a, decision 


Eystematic review 

of tite structured 
Octivity (e.9., compare 
SGividual and group 
insults) 


Conclusions based 
on the systemalic 
review (e.q., ne 
group did better) 
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that offer the interface of student learning styles with 
institutional learning environments give learners safe 
spaces to engage their brains to form abstract hypoth- 
eses, to actively test these hypotheses through concrete 
experience, and to reflectively observe the outcomes 
in behaviour and experience.” The ultimate objec- 
tive of skill application and experiential learning is that 
the student transfers the process employed in learning 
from structured activities in the classroom and learning 
spaces to learning from unstructured opportunities in 
the workplace. The Kolb Learning Style Model synthe- 
sizes the different ways that we use to learn. Kolb has 
found that we can learn through the processes of doing, 
feeling, thinking, and applying. While we each have our 


preferred learning process, we can learn the others. His 


view is that the more we can learn through all four pro- 
cesses, the stronger our learning.” 

Although organizational behaviour is an applied 
discipline, students are not “trained” in organizational 
behaviour. Rather, they are “educated” in organizational 
behaviour and are co-producers in learning. The distine- 
tion between these two modes of learning is found in the 
degree of direct and immediate applicability of either 
knowledge or skills. As an activity, training more nearly 
ties direct objective knowledge or skill development to 
specific applications. By contrast, education enhances a 
person's residual pool of objective knowledge and skills 
that may then be selectively applied later—sometimes 
significantly later—when the opportunity presents itself. 
Hence, education is highly consistent with the concept 


Diverse people working together can address global problems! 
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of lifelong learning. Especially in a growing and engaging 
area of knowledge such as organizational behaviour, 
there is much to learn that can be applied immediately 
so that the student can be an effective organizational 


actor! 


© > DESIGN THINKING 


An exciting new idea is starting to shape managerial 
thinking and practice. It helps to bring together all the 


various elements of organizational behaviour. Design 
thinking is gaining traction among thoughtful organi- 
zational leaders. Roger Martin, a leading management 
guru, argues that “[in] a global economy, elegant design 
is becoming a competitive advantage. Trouble is, most 
business folks don’t think like designers.”* In his view, the 
‘selon Soa A will iin the information economy. 
ink li igners when they 


solution rather than rel? on eet approaches and tools. 

Such managers will demonstrate “abductive” reasoning; 
that is, they will suggest something that could be and 
then explore it.” Apple is a fine example of an organiza- 
tion that understands design thinking in its work of cre- 
ating “insanely great” products. Martin goes on to argue 
that businesspeople need to shift to becoming masters of 
heuristics from being the masters of algorithms.” 

Such a shift is considerable and will require a new 
approach to managing people and organizations. Fusenet 
Inc.. a Toronto-based firm 
that develops products and 
brands for the creation, 
storage, and delivery of dig- 
ital media, allows its staff to 


spend a day aweek to work on 
their ae 8 lab. It 
is an in-house business incu- 
bator. According to Fusenet’s 
founder and CEO, Sanjay 
Singhal, “The lab gives them 
a safe environment in which 
they can tell us about [their 
project] and they'll know we 
won't steal the idea. Nothing 
changes other than we can 
invest in it and we know 
we won't lose the person a 
year down the road when it 
becomes commercial.” 
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STUDY ONLINE YOU CAN ... NELSON cOM/STUDENT 


10 0 LS C) Take a“What about You?” Quiz related to material in the 
chapter. 


IN THE BOOK YOU CAN . a C1 Test your understanding with a quick Multiple-Choice 


Pre-Test quiz. 
Cl Rip out the Chapter Review card at the end of the book : 


to review Key Concepts and Key Terms. L} Read the eBook, which includes discussion points for 


; cea, questions posed in the Cases. 
C) Take a“What about You?” Quiz related to material in the 


chapter. ; L] Watch Videos related to chapter content. 
C1 Read additional cases in the Mini Case and Shopify Running [1] Use the available Flashcards and Matching Quizzes to test 
Case sections. your understanding of key terms and concepts. 


L] See how much you've learned by taking a Post-Test. 


WHAT ABOUT YOU? 


Learning Style Inventory 


This 24-item survey is not timed. Answer each question as honestly as you can, using one of the following words: 


Often Sometimes Seldom 
. Can remember more about a subject through the lecture method with information, [ay ] 
explanations, and discussion. 
. Prefer information to be written on the chalkboard, with the use of visual aids and 
assigned readings. 


O 
O 


| 


. Like to write things down or to take notes for visual review. 

. Prefer to use posters, models, or actual practice and some activities in class. 
. Require explanations of diagrams, graphs, or visual directions. 

. Enjoy working with my hands or making things. 

. Amskillful with and enjoy developing and making graphs and charts. 

. Can tell if sounds match when presented with pairs of sounds. 

. Remember best by writing things down several times. 

. Can understand and follow directions on maps. 

. Do better at academic subjects by listening to lectures and tapes. 

. Play with coins or keys in pockets. 

. Learn to spell better by repeating the word out loud than by writing the word on paper. 


AVENE Ee) Mae El aie el 
HoOCNe bee ae ee 
Heo oO oO eee eee 


O 


. Can better understand a news development by reading about it in the paper than by 
listening to the radio. 
. Chew gum, smoke, or snack during studies. 


fet ial 
ae 
W & 


. Feel the best way to remember is to picture it in your head. 


E) 


. Learn spelling by “finger spelling” words. Oo O 
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Often Sometimes Seldom 
18. Would rather listen to a good lecture or speech than read about the same material in = fe O 
a textbook. 
19. Am good at working and solving jigsaw puzzles and mazes. a i Bl CJ 
20. Grip objects in hands during learning period. ‘OO | J 
21. Prefer listening to the news on the radio rather than reading about it in the newspaper. [yY a) CO 
22. Obtain information on an interesting subject by reading relevant materials. I ae fe] 
23. Feel very comfortable touching others, hugging, shaking hands, etc. LY Oj O 
24. Follow oral directions better than written ones. Oj O [J 


Scoring Procedures 


On the line next to each of your answers, write the corresponding point value. Score 5 points for each OFTEN, 3 points for each 
SOMETIMES, and 1 point for each SELDOM, then total your scores for the following groups of questions: 


Visual Preference questions 2+ 3+ 7+ 10+ 14+ 164+ 19+ 22= 
Auditory Preference questions 1+ 5+8+11+13+ 18+ 21+ 24= 


Tactile Preference questions 4+ 6+9+12+15+17+ 20+ 23= 


SOURCE: Adapted from J. N. Gardner and A. J. Jewler, Your College Experience: Strategies for Success, 31d concise ed. (Belmont, CA: Wadsworth/ITP, 1998), pp. 62-63; E. Jensen, Student Success Secrets, 4th ed. 


(Hauppauge, N.Y.: Barron's, 1996), pp. 33-36. 


Brian Cowell 
od 
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he afternoon was as gloomy as Brian’s mood. It had not 

been a very productive day. All Brian could think about was 
the decision before him. He found the current situation inter- 
esting in that he had never before struggled with decisions. 
In the past, he had always been able to make quick and good 
decisions. His gut usually gave him the answer and he trusted 
his instincts. This time he felt nothing, and he was unsure how 
to proceed without that guiding force. 


Brian Cowell was 52 years old and the CEO of Data Solutions, 

a company he had run for the last 20 years. Brian had been 
very successful at the helm of the company. Data Solutions 

had grown from a small data processing business to one of the 
largest employers in the area. Brian’s good instincts had guided 
them through recent challenging times, and the company was 
in just the right place to meet the challenges ahead. Or was it? 
This was the question that plagued Brian. 


Changes in technology were providing some interesting pos- 
sibilities for the future. A part of Brian said that he needed to step 
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up and help Data Solutions move into the global environment. 

He could lead Data Solutions into the global marketplace and 
continue the growth he had begun so many years ago. That was 

a big step and would take Brian down a very challenging road. 
The other option was to continue on the company’s current path. 
Not a bad one: the company had been the most profitable in its 
history last year and everyone was very happy. Deep inside, Brian 
knew the answer. Move the company forward to the next logical 
step: globalization. But Brian was tired and really wanted to spend 
his last years at Data Solutions reaping the benefits of his hard 
work, not gearing up for the biggest challenge of his career. Didn't 
he deserve the right to enjoy his final years at Data Solutions? 


Apply Your Understanding 


1. Does Brian have an obligation to lead the company to 
globalization? 


2. What is Brian’s responsibility to himself and his family? 
3. What would you do and why? 
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RUNNING CASE 


SHOPIFY: A CANADIAN SUCCESS 


Shopify is one of Canada’s start-up success stories. It was 
founded in 2006 in Ottawa by Tobias Lutke, Daniel Weinand, 
and Scott Lake. Shopify actually started in 2004 as an online 


\owboard equipment directly to other snow- 


ounders soon rea ized that there were 
many other small busi 


outlet to sell 
boarders. The co 


sses that did not have easy access 


to online platforms to their products. Shopify’s mission 
is to support = é ompanies so that they can 
concentrate 1 selling their products. That way, 
the companies can spend more time working at the heart of 
the e spe ime on time-consuming 
ad ative trategic differentiator is 
that egrated ail aspect L g a business from mar- 
ey BOMRRSaaS Saeckout, 2 ping on an integrated 


Ws its merchants to 


Se “Cpee@lieORy Gtewaels tc uch as Facebook, Pinterest, 

Sho tag ott as a five-person company and has grown to 

é oR GEO fices across North America. 

In 29146 tt haT AID IN é t yenerated $55 billion 
=e > aT Hess OL ) cesstu PO 

Fated Wes a ex r of the Year in 

Ine Mis C2 artoA been recog d 
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SHOPIFY 


as one of Canada’s most innovative companies. Shopify also 
recognizes its e-commerce partners through various awards 
such as best mobile commerce experience, best abandoned 
Cart recovery experience, and best e-commerce course. 


While Shopify remains one of the “darlings” of Canada’s tech 
space, it has faced some controversies during its evolu- 

tion from its modest beginning. In May 2017, Shopify stock 
fell rapidly as it faced criticism from an analyst that it was 
pushing “shady” business practices. It was accused of being 
an over-valued get-rich-quick scheme. A few months earlier, 
in February 2017, Shopify was forced to defend why it was 
hosting an e-commerce store for the alt-right media outlet 
Breitbart News. Shopify’s CEO had received 10,000 messages 
in protest. However, the CEO claimed that to shut it down 
would be censorship and therefore he would not do so. 

He argued that “... products are a form of speech and that 
it’s important to defend free speech, even if the company 
doesn't agree with some of the voices.” (See the running 
case at the end of Chapters 4 and 10 for more details about 
the Breitbart incident.) 


SOURCES: “About Us,’ accessed from https://www.shopify.ca/about, September 


ier, Fore Ecommerce: Shopify Wants to Transform All Retail 
ere arywhen, Everyhow, December 2013, accessed from https:// 
beat.com/2013/12/18/forget-ecommerce-shopify-wants-to-transform 
|t-retail rywhere-everywhen yhow, September 28, 2018; S. M. Baldwin 
Tk ling Machir r March 15, 2017, accessed from http:/, 
lortune.com/2017/0 hopify-ecommerce-revolution, September 28, 2018; 
‘Snot me Winner 201 accessed from  hitps://www.shopify.ca/ 
ptembde P."Shares in Canada’s St y Fall 
tC id Di r Claim It's a ‘Get-Rich-Quick heme,’ May 10, 2017, accessed from 
rt ww. huffingtonpost.ca/2017/10/05/shares-in-canadas-shopify-fall-for-2na 
i rich-q 1e_a_23234064/?utm_hp_ref=ca 

c I 18: A. | Vva-based Shopify Defends Hc 
tb store; Huffington Post, Februar 1, 2017, ace >a from nttps://www 
quffir nk ] ] /11/shopify-breitbart st _14691414.html?utm 
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Apply Your Understanding 


1. What is innovative about Shopify’s business model? 
2. As Shopify gets larger, what challenges might it face? 


Why would a vendor want to sell through Shopify? 
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After reading this chapter, you should be able to do the following: 
Discuss the role of ethics, character, and personal integrity in 


Describe the factors that affect organizations competing in the 
~ the organization. 


global economy. 
Explain how cultural differences form the basis of work- 
related attitudes. 

Describe the diverse groups that make up today’s business 


environment. 


Explain five issues that pose ethical dilemmas for managers 


and employees. 
Describe the effects of technological advances on today’s 


workforce. 


See the end of this chapter for a list of available Study Tools, 
a “What about You?” Quiz, Mini Case, and the Shopify Running Case. 


> 


Being a manager is not an easy job. Managers face many 
challenges, both internally and externally. Chapter 2 
outlines several that today’s managers and employees 
face. As Chapter 1 demonstrated, organizations are open 
systems and are therefore affected by changing system 
dynamics. Some of the pressing issues facing managers 
today are working in globalized and 
diverse organizations. As well, managers 
will likely confront decisions that require 
thoughtful analysis and nuanced ethical 
judgments. This chapter addresses these 
issues and provides some guidance for 
working effectively. 

Many 
believe that organizations are encoun- 
tering unprecedented global competi- 
tion.! 1 


North American executives 


lo 


The challenges are manifest as both 
opportunities and threats. 

What major challenges must Canadian managers 
overcome in order to remain competitive? According 
to the Canadian Council of Chief Executives, Cana- 
significant challenges: 


dian organizations face many 


sr: and (3) Canada has low labour 

duct g th. However, Canada weathered the 
2008-2009 recession relatively unscathed.* In the first 
quarter of 2018, “the economy grew at an annualized 
pace of 1.3 per cent for the first three months of the 
year, slower than the annual pace of 1.7 per cent in the 
final three months of 2017.”> The Business Council of 
Canada has expressed concern about the slow pace of 
Canada’s growth and its continued low labour produc- 
tivity growth. Among its recommendations is an ambi- 
tious trade strategy: “Canada must play a leadership role 
in supporting an open global trading system at a time 
when protectionist forces threaten to reverse decades of 


progress.” 
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Canada must play 
a leadership role in 
supporting an open 

global trading system 
at a time when 
protectionist forces 
threaten to reverse 


decades of progress.° 


"> COMPETING IN THE GLOBAL 
ECONOMY 


Only a few years ago, business conducted across national 
borders was referred to as “international” activity. The 
word international implies that the indi- 
vidual’s or the organization’s nationality is 
held strongly in consciousness.” Globaliza- 
tion, by contrast, suggests that the world 
is free from national boundaries and is 
borderless.’ North American workers now 
compete with workers in other countries. 
Organizations from other countries are 
locating subsidiaries in North America, 
such as the Canadian manufacturing loca- 
tions of Honda, Toyota, 3M, and Black & 
Decker Manufacturing, to name a few. 
Similarly, what were once called multi- 
national organizations (organizations that 
did business in several countries) are now 
referred to as transnational organizations. 
In transnational organizations, the 


slot \ Ol persede ional 
¢ V 


sues.” ‘Transnational —_ organizations 
operate across long distances and employ a multicultural 
mix of workers. While there are few transnational orga- 
nizations in Canada,'? Magna International is well known 
and operates worldwide and locally with diverse popula- 
tions of employees. 


Social and Political Changes 


Social and political upheavals have led organizations to 
change the way they conduct business and to encourage 
their members to think globally. For example, Toyota 
is learning to communicate with the 60-million-strong 
Generation Y, or millennials."' 

Business ventures in China have become increas- 
ingly attractive to North American companies. One chal- 
lenge managers have tackled 
is understanding the Chi- 
nese way of doing business. 
Chinese managers’ business 
practices were shaped by the 
Communist Party, socialism, 
feudalistic and 
guanxi (building networks 


An organization in which the 
global viewpoint supersedes 
national issues. 


of building networks for social 


values, 
exchange. 
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for social exchange). Once guanvi is established, individ- 
uals can ask favours of each other with the expectation that 
the favour will be returned. For example, many Chinese 
use guanxi, or personal connections, to conduct business 
or obtain jobs. Use the Self-Assessment at the end of the 
chapter to think about yourself as a future global manager. 

The concept of guanxi is not unique to China. There 
are similar concepts in many other countries, including 
Russia and Haiti. It is a broad term that can mean anything 
from strongly loyal relationships to ceremonial gift giving, 
sometimes seen as bribery. Guanxi is more common in 
societies with underdeveloped legal support for private 
businesses.'? North Americans can learn to build their 
own guanxi; understand the Chinese chain of com- 
mand and negotiate slow, general agreements in order 
to interact effectively with Chinese managers. Using the 
foreign government as the local franchisee may be effec- 
tive in China. For example, KFC Corporation’s operation 
in China is a joint venture between KFC (60 percent) and 
two Chinese government bodies (40 percent)."° 

In 1993, the European Union integrated 15 nations 
into a single market by removing trade barriers. At that 
time, the member nations of the European Union were 
Austria, Belgium, Denmark, Finland, France, Germany, 
Greece, Ireland, Italy, Luxembourg, the Netherlands, Por- 
tugal, Spain, Sweden, and the United Kingdom. By 2007, 
Bulgaria, Cyprus, the Czech Republic, Estonia, Hungary, 
Latvia, Lithuania, Malta, Poland, Slovakia, and Slovenia 
had also joined. Europe's integration provides many oppor- 
tunities for North American organizations, with half a bil- 
lion potential customers. Companies such as Ford Motor 
Company and IBM, which entered the market early with 
wholly owned subsidiaries, were able to capitalize on their 
much-anticipated head. start.'* Competition within the 


eC Goose has started its international expansion by 
opening several flagship stores, in Tokyo, Boston, Chicago, 
and London. The London store is its largest and located on 
Regent Street, a prime retail location. Canada Goose plans a 
gradual international expansion, aiming for 15-20 new stores 
by 2020. “We have an opportunity to cherry pick the best loca- 
tions and build world class, experiential stores in those areas,” 
notes Canada Goose President and CEO Dani Reiss. 


European Union will intensify, however, as will competi- 
tion from Japan and the nations of the former Soviet Union. 

Canada, the United States, and Mexico dramatically 
reduced trade barriers with the North American Free 
Trade Agreement (NAFTA), which took effect in 1994. 
Organizations found promising new markets for their 
products, and many companies located plants in Mexico 
to take advantage of low labour costs. The agreement 
immediately eliminated many of these tariffs and pro- 
vided that the remaining tariffs be phased out over time. 
However, as of mid-2018, NAFTA has not been re-signed 
and the Trump administration has implemented many 
protectionist tariffs. As a result, Canada has retaliated in 
kind. The Trump administration has created trade bar- 
riers that are having significant employment impacts in 
both Canada and the United States. 

Given these changes, managers must think globally 
and adopt a long-term view. Entering global markets 
requires long-term strategies and cultural fluency. 


Cultural Differences 


One key for any organization competing in the global 
marketplace is to understand diverse cultures. Whether 
managing culturally diverse individuals within a single 
location or managing individuals at remote locations 
around the globe, organizations must appreciate the dif- 
ferences between cultures. Edgar Schein suggests that 
to understand an organization’s culture, or more broadly 
any culture, it is important to dig below the surface of vis- 
ible artifacts and uncover the basic underlying assump- 
tions at the core of the culture.'® 

Microcultural differences (i.e., differences within 
cultures) are 128 ge roeay 5 tn global work 


y to our understanding of the g 


While Canada Goose enjoys high brand awareness in 
Canada, the 60-year-old firm is not well known yet in the 
United States. As well, Canada Goose has traditionally sold 
its products through retailers but is expanding its flagship 
stores and its e-commerce sites as part of its international 
expansion strategy. 


SOURCE: uy SA : : , R 
RCE: J. Kell, “Canada Goose Is Practicing Patience with Its International Expansion,’ Fortune, May 11, accessed from http://fortune.com/2017/05/1 1/canada-goose-store-expansion/, 


June 29, 2018. 
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environment.'© Differences in symbols are extremely 
important. The thumbs-up sign, for example, means 
approval in North America, whereas in Australia, it is 
an obscene gesture. Many European countries don’t 
use manila file folders and, therefore do not recognize 
the icons used in Microsoft Office applications." 

Do cultural differences translate into differences 
in work-related attitudes? 

Pioneering Dutch researcher Geert Hofstede 
investigated this question.’* He and his colleagues 
surveyed 160,000 managers and employees of IBM 
working in 60 different countries” to study individuals 
from the same company in the same jobs, but living 
in different countries. Hofstede’s studies showed that 
national culture explains more differences in work- 
related attitudes than do age, gender, profession, or 
position within the organization. Hofstede first found 
five dimensions of cultural differences that formed the 
basis for work-related attitudes. In his more recent 
research, he found a sixth dimension. Figure 2.1 high- 
lights the six dimensions. 

Management careers have taken on a global 
dimension. Working in transnational organizations may 
give managers the opportunity to work in other coun- 
tries. Expatriate managers, those who work in a 
country other than their home country, benefit greatly 
from knowledge of cultural differences. 

International executives are execu- 
tives whose jobs have international scope, 
whether in an expatriate assignment or in 
dealing with international issues. What 
kind of competencies should such execu- 
tives have? There are several attributes 
that individuals should develop in order to 
prepare for an international career. Some 
of the key competencies are integrity, 
insightfulness, risk taking, courage to take 
a stand, and ability to bring out the best 
in people. Learning-oriented attributes of 
international executives include cultural 
adventurousness, flexibility, openness to 
criticism, desire to seek learning oppor- 
tunities, and sensitivity to cultural differ- 
ences.” Further, strong human capital generally has a 
positive effect on internationalization.”! 

Because workplace customs vary widely, under- 
standing cultural differences becomes especially impor- 
tant for organizations that are considering opening 
global offices. Carefully researching this information 
in advance helps organizations manage foreign opera- 
tions. Consulate offices and companies operating within 
the foreign country provide excellent information about 
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Understanding 
cultural differences 
becomes especially 

important for 
organizations that are 
considering opening 


global offices. 


HOFSTEDE’S SIX DIMENSIONS 
OF CULTURAL DIFFERENCES 


Individualism 


Collectivism 


Long-vs. Masculinity 
short-term 
orientation Femininity 


Uncertainty 


avoidance 


SOURCE: Hofstede’s Cultural Dimensions, accessed from https://www.business-to-you.com/hofstedes-cultural 
-dimensions/, June 30, 2018. 


national customs and legal requirements. 
Table 2.1 presents a business guide to 
cultural differences in three countries: 
Japan, Mexico, and Saudi Arabia. 

Another reality affecting global 
business practices is the cost of layoffs 
in other countries. Downsizing pres- 
ents challenges worldwide. Dismissing 
a 45-year-old middle manager with 20 
years of service and a $50,000 annual 
salary varies in cost from a low of $13,000 
in Ireland to a high of $130,000 in Italy.” 
The wide variability in costs stems from 
the various legal protections that certain 
countries give workers. In Italy, laid-off 
employees must receive a “notice period” 
payment (one year's pay if they have nine years or more 
of service) plus a severance payment (based on pay and 
years of service). North American companies operating 
overseas often adopt the European tradition of training 
and retraining workers to avoid overstaffing and poten- 
tial layoffs. Appreciating the 


customs and rules for doing expatriate manager A 


manager who works in a country 


business in another country 
other than their home country. 


is essential to global success. 
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V\t~Aie BUSINESS GUIDE TO CULTURAL 


‘country 


Japan 


Mexico 


Saudi Arabia 


Appointments 


Punctuality is necessary 
when doing business 
here. It is considered 
rude to be late. 


Punctuality is not always 
as much of a priority 

in Mexican business 
culture. Nonetheless, 
Mexicans are accus- 
tomed to North Ameri- 
cans arriving on time, 
and most Mexicans in 
business, if not govern- 
ment, will try to return 
the favour. 


Customary to make 
appointments for times 
of day rather than pre- 
cise hours. The impor- 
tance Saudis attach to 
courtesy and hospitality 
can cause delays that 
prevent keeping to a 
strict schedule. 


i | 


Conservative for men and 
women in large to medium 
companies, though pastel 
shirts are common. May be 
expected to remove shoes 
in temples and homes, as 
well as in some ryokan (inn) 
style restaurants. In that 
case, slip-on shoes should 
be worn. 


Dress 


Dark, conservative suits and 
ties are the norm for most 
men. Standard office attire 
for women includes dresses, 
skirted suits, or skirts and 
blouses. Femininity is 
strongly encouraged in 
women’s dress. Women 
business travellers will want 
to bring hosiery and high 
heels. 


Only absolute require- 
ment of dress code in the 
Kingdom is modesty. For 
men, this means covering 
everything from navel to 
knee. Females are required 
to cover everything except 
the face, hands, and feet 

in public; they can wear 
literally anything they want 
providing they cover it with 
an abaya (standard black 
cloak) and headscarf when 
they go out. 


Important part of 
Japanese business 
protocol. Gifts are 
typically exchanged 
among colleagues on 
July 15 and January 1 
to commemorate mid- 
year and the year’s end, 
respectively. 


Not usually a require- 
ment in business deal- 
ings though presenting 
a small gift will gener- 
ally be appreciated as a 
gesture of goodwill. If 
giving a gift, be aware 
that inquiring about 
what the receiver 
would like to receive 
can be offensive. 


Should be given only 
to the most intimate of 
friends. For a Saudi to 
receive a present from 
a lesser acquaintance is 
so embarrassing that it 
is considered offensive. 


SOURCE: Adapted from information obtained from business culture guides accessed online at http://www.executiveplanet.com. 


Business cards (meishi) are an 
important part of doing business 

in Japan and key for establishing 
credentials. One side of your card 
should be in English and the reverse 
in Japanese. It is an asset to include 
information such as membership in 
professional associations. 


Mexicans avoid directly saying 
“no. A“no" is often disguised in 
responses such as “maybe” or 
“we'll see.” You should also use this 
indirect approach in your dealings. 
Otherwise, your Mexican counter- 
parts may perceive you as being 
rude and pushy. 


Business cards are common but 
not essential. If used, the common 
practice is to have both English and 
Arabic printed, one on each side so 
that neither language is perceived 
as less important by being on the 
reverse of the same card. 


> CULTURAL DIFFERENCES AND 
WORK-RELATED ATTITUDES 


individualism A 

cultural orientation in which 
people belong to loose social 
frameworks, and their primary 
concern is for themselves and 
their families. 


collectivism A cultural 
orientation in which individuals 
belong to tightly knit social 
frameworks, and they depend 
strongly on large extended 
families or clans. 
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Hofstede’s work has implica- 
tions for work-related _atti- 
tudes. However, it is worth 
noting that Hofstede’s analysis 
is done by country. While this 
is valid for many countries, it 
does not hold in the countries 
where there are strong sub- 
cultures that are based on eth- 
nicity of origin or geography. 
In Canada, for instance, there 
is a distinct French Canadian _ | 


culture that has quite a different set of norms compared to 
English-speaking Canada. And in Italy, masculinity scores 
would differ between North and South. 

We'll now take a closer look at how Hofstede’s six 
dimensions of cultural differences are manifest in a 
variety of countries. Figure 2.2 provides a graphical 
representation of the differences between Canada, the 
United States, and Mexico using Hofstede’s dimensions. 


Individualism/Collectivism 


In cultures where 


individualism predominates, 
employees put loyalty to themselves first, and loyalty to 
their company and work group second. Cultures character- 
ized by collectivism are tightly knit social frameworks in 
which individual members depend strongly on extended 


families or clans. Group decisions are valued and accepted. 
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SOURCE: From Culture’s Consequences: Comparing Values, Behaviors, Institutions and Organizations Across Nations (2nd ed.), by G. H. Hofstede, 2001, p. 500. copyright © 2007 by Geert Hofstede. Reproduced by permission. 


The North American culture is individualistic in ori- 
entation. Individualistic managers, as found in Canada, 
Great Britain, and the Netherlands, emphasize and 
encourage individual achievement. In collectivist cul- 
tures, such as the Israeli kibbutzim and Japanese compa- 
nies, people view group loyalty and unity as paramount. 
Collectivistic managers seek to fit harmoniously within 
the group. Managers also encourage these behaviours 
among their employees. The world’s regions are pat- 
termed with varying degrees of cultural difference. 

Because these dimensions vary widely, management 
practices should be adjusted to account for cultural dif- 
ferences. Managers in transnational organizations must 
learn as much as they can about other cultures in order 


to lead their culturally diverse organizations effectively. 


Power Distance 


Power distance relates to the acceptance of unequal 

distribution of power. In countries with a high 
power distance, bosses are afforded more power, titles 

are used, formality is the rule, and authority is seldom 
bypassed. Managers and employees see one another as 
fundamentally different kinds of people. India, Venezuela, 
and Mexico all demonstrate high power distance. 

In societies with low power distance, people believe 
in minimizing inequality. People at various power levels 
are less threatened by, and more willing to trust, one 
another. Managers and employees judge each other 
equally. Managers are given power only if they have 
expertise. Employees frequently bypass the boss in order 
to get work done in countries with a low power distance, 
such as Denmark and Australia. 
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Uncertainty Avoidance 


AND-THE UNITED STATES 


Indulgence 


Cultures with high uncertainty avoidance are 
concerned with security and tend to avoid conflict. 
People need consensus and struggle constantly against 
the threat of life’s inherent uncertainty. Cultures with 


low uncertainty avoidance tolerate ambiguity better. 


People are 


ore willing to take risks and more com- 


fortable with individual differences. Conflict is seen as 


constructive, and people accept dissenting viewpoints. 


Norwegians and Australians value job mobility because 


they have low uncertainty avoidance; Japan and Italy 


are characterized by high uncertainty avoidance, 


and not surprisingly, their cultures emphasize career 


stability. 


Masculinity/Femininity 


In cultures characterized by masculinity, assertiveness 
and materialism are valued. Men should be assertive, 


tough, and decisive, whereas 
women are expected to 
be nurturing, modest, and 


* Money and_pos- 


tender.” 
sessions are important, and 
performance is what counts. 
Achievement is admired. 
Cultures characterized by 
femininity 
relationships and concern 
for others. Men and women 


emphasize 


are expected to assume 
both assertive and nurturing 


power distance The degree 
to which a culture accepts 
unequal distribution of power. 


uncertainty avoidance 
The degree to which a culture 
tolerates ambiguity and uncertainty. 


masculinity The cultural 
orientation in which assertiveness 
and materialism are valued. 


femininity The cultural 
orientation in which relationships 
and concern for others are valued. 
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roles. Quality of life is important, and people and the 
environment are emphasized. 


Time Orientation 


Cultures also differ in time orientation; that is, 
whether the culture’s values are oriented toward the 
future (long-term orientation) or toward the past and 
present (short-term orientation).2 In China, which has 
a long-term orientation, values such as thrift and per- 
sistence, which look toward the future, are emphasized. 
Russians generally have a short-term orientation and 
value respect for tradition (past) and meeting social obli- 


gations (present). 


Indulgence 


This is the most recent dimension, identified in 2010. 
Indulgent cultures tend to allow relatively free gratifi- 
cation of human desires related to enjoying life and 
having fun. Non-indulgent—or restrained—countries 
are more likely to believe that such gratification needs 
to be curbed and regulated by strict rules. Indulgent cul- 
tures value leisure time, freedom and personal control; 
restrained cultures do not.”° 


Developing Cross-cultural Sensitivity 


In today’s multicultural environment, it is imperative 
that organizations help their employees recognize and 


appreciate cultural differences. One way organizations 
do this is through cultural sensitivity training. Another 
way to develop sensitivity is by using cross-cultural task 
forces or teams. GE Medical Systems Group (GEMS) 
has 19,000 employees working worldwide. GEMS has 
developed a vehicle for bringing managers from each 
of its three regions (the Americas, Europe, and Asia) 
together to work on a variety of business projects. The 
Global Leadership Program forms several work groups 


time orientation Whether | 
a culture's values are oriented 
toward the future (long-term 
Orientation) or toward the 

past and present (short-term 
Orientation). 


indulgence Indulgent 
cultures value leisure time, 
freedom, and personal control. 


diversity All forms of 
individual differences, including 
culture, gender, age, ability, 
religion, personality, social status, 
and sexual orientation. 
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made up of managers from 
various regions and has 
them work on important 
projects, such as worldwide 
employee integration, to 
increase employees’ sense 
of belonging 
the GEMS 
organization.”’ 

The globalization — of 
business affects all parts of 


the organization, 


throughout 
international 


particu- 
larly human resource man- 
agement. Human resource 


managers must adopt.a global view of human resource 
planning, recruitment and selection, compensation, and 
training and development. They must possess a working 
knowledge of the legal systems in various countnes, as 
well as of global economics, culture, and customs. HR 
managers must not only prepare employees to live out- 
side their native country but also help global employees 
interact with local culture. Employees need to become 
culturally fluent, ie., they need to develop “the ability 
to internalize and respond to a range of different world- 
views or perspectives ... to understand a range of starting 
points and cultural currencies, and to be able to respond 
to [them] in related contexts.” Global human resource 
management is complex, but critical to organizations’ 
success in the global marketplace. 

One of the most influential guides to understanding 
cross-cultural differences is The Culture Map. There are 
eight dimensions that need to be measured to enhance 
communication across cultures. The eight are (1) Com- 
municating: explicit vs. implicit, (2) Evaluating: direct 
negative feedback vs. indirect negative feedback, (3) Per- 
suading: principles first vs. applications first, (4) Leading: 
egalitarian vs. hierarchical, (5) Deciding: consensual vs. 
top down, (6) Trusting: task vs. relationship, (7) Dis- 
agreeing: confrontational vs. avoid confrontation, and 
(8) Scheduling: structured vs. flexible.” 

According to the culture mapping tool, Canada 
has the following characteristics: (1) its communica- 
tion approach is explicit; (2) its evaluation approach is 
between giving direct and indirect negative feedback: 
(3) its persuading approach focuses on applications first; 
(4) its leading approach is quite egalitarian; (5) its deciding 
approach is between consensual and top-down; (6) its 
trust approach is task-focused; (7) its disagreeing style 
is between confrontational and avoiding confrontations; 
and (8) its approach to scheduling is structured, relying 
on linear-time.* Figure 2.3 shows Canada in comparison 
to Mexico and the United States, its NAFTA neighbours. 


|) THE DIVERSE WORKFORCE 


Canada is a very diverse country. In addition to our many 
different Indigenous peoples, and the Anglophone and 
Francophone communities, we have attracted people 
from the world over. 


Cultural differences contribute a great deal to the 
diversity of the workforce, but there are other forms 
of diversity that are important as well. Diversity 
encompasses all forms of differences among individ- 
uals, including culture, gender, age, ability, religion, 
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personality, social status, and 
sexual orientation. Diversity has 
gamered increasing attention 
in recent years, largely because 
of demographic changes in 
the working population. Many 
managers believe that dealing US lic 
with diversity is a paramount 
concern for two reasons. First. 


managers need to motivate 
diverse work ¢ ec — 
e work groups. Second, Egalitarian 
managers must communicate 
with employees who have dif- 
Consensual 


ferent values and language skills. 

Several demographic trends 
are affecting organizations. By us 
the year 2020. the workforce 
will be more culturally diverse. 
more female. and older than 


Confrontational 


ever. Recent legislation and new 
technologies have helped more 
individuals 


enter the workforce. Therefore. 


with — disabilities 


Principles first 
learning to work together is an 
increasingly important skill, as 
is working with an open mind.” 
Calgary-based Agrium Inc. received an award in 2017 


, career development oppor- 


success of the women employees’ leadership group, the 
company is launching a long-term, formal diversity and 
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CANADA'S CULTURE MAPPING, COMPARED TO MEXICO 
AND THE UNITED STATES 
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SOURCE: Reprinted by permission of Erin Meyer, INSEAD. 


inclusiveness strategy with wider scope; the program is 
being led by the CEO and supported by an in-house 
diversity council.” 


Cultural Diversity 


The globalization of business is promoting cultural diver- 
sity in the workplace. In addition, changing domestic 
demographics affect organizations’ cultural diversity. 
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iversio was founded by Laura McGee, a former McKinsey 

& Company Ltd consultant. McGee, the co-founder of 
#GoSponsorHer, is a frequent speaker on diversity and technology. 
Diversio’s vision, posted on its website (www.diversio.com), states 
“We see a world where no one feels excluded. Our mission is to 
bring rigor, data, and analytics to help organizations become more 
inclusive. We believe what gets measured gets done.’ 

Diversio provides technology-based solutions to help orga- 
nizations to diagnose, to strategize, to build diverse networks 
across organizations, and to use machine learning for creating 


SOURCE: www.diversio.com 


Strong shifts in the demographic makeup of society 
have important implications for organizations. Organiza- 
tions need to be open to hiring individuals from many 
different countries so that the organizations become 
as diverse as the communities in which they operate. 
As Figure 2.4 shows, there has been considerable 


Saskatchewan 


SOURCE: Statistics Canada, Census of Population, 1981 to 2006, 2016; 2011 National household Survey, Reproduced and distributed on anas is” basis with the permission 


of Stat'stics Canoe. 
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DISTRIBUTION OF RECENT IMMIGRANTS BY PROVINCE, 2011~—2016 


a strong talent base. Diversio provides its clients with the tech- 
nological tools necessary to build an organization that is diverse 
and inclusive. 

Recently, Diversio examined how LGBTQ2+ employees 
experience inclusion at work. It surveyed 2,120 employees from 
20 companies in the U.S., Canada, and the U.K. and found that 
LGBTQ2+ employees face significant barriers in the workplace. 
For example, the survey results demonstrated that LGBTQ2+ 
employees were 3.7 times more likely to say they have experi- 
enced harassment at work. 


immigration to most of the provinces. However, Canada’s 
organizations are not as diverse as they can and should 
be. A recent study of the labour market experience of 
racialized (i.e., subjected to racism) Ontarians found that 
racialized Ontarians are far more likely to live in poverty; 
to face barriers to Ontario’s workplaces; and, even when 
they get a job, are more likely 
to earn less than the rest of 


Ontarians and controlling for 
age, immigration status, and 
education did not eliminate 
the gap. 

It need not be this way. 
For example, Coca-Cola has 
made substantial progress 
on diversity by monitoring 
its human resource  sys- 
tems.* Similarly, RBC has 
made diversity central to its 
strategy. RBC, which has 
52,500 employees, has set 
up cross-cultural _ training, 
mentorship programs, and 
employee resource groups. 
It works with nonprofit agen- 
cies to hire newcomers to 
Canada.* The globalization 
of business and changing 
demographic trends present 
organizations with a cultur- 
ally diverse workforce, cre- 
ating both challenge and risk. 


\ Atlantic 
provinces 
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The challenge is to hamess the wealth of differences 
provided by cultural diversity. The risk is that prejudices 
and stereotypes may prevent managers and employees 


from having cooperative interactions to benefit the 
organization. 


Gender Diversity 


The workforce has feminized substantially. In 1976, 45.4 
percent of women in Canada were in the workforce: by 
2017, that had risen to 61.5 percent. Even so, Canada 
ranks eighth among 40 countries surveyed by the OECD 
on female participation.*° However, according to a 2018 
survey of Canadian organizations, “of the 540 Named 
Executive Officers, 489 are men and 51 are women. The 
number of women increased by three. In percentage 
terms, women now hold 9.44% of these important jobs 
compared to 9.02% a year ago and compared to only 
4.62% in 2006." 

Nevertheless, women’s share of authority and com- 
pensation is not increasing commensurately with their 
participation in the workforce. In addition to lower earn- 
ings, women face obstacles at work. The glass ceiling 
is a transparent barrier that keeps women from rising 
above a certain level in organizations. In Canada, it is still 
quite unusual to find women in positions above middle 
management.” The ultimate glass ceiling may well be 
the corporate boardroom and the professional partner- 
ship. In fact, “Osler Law’s 2017 Diversity Disclosure 
Practices reported that women directors in TSX-listed 
companies have grown from 12 percent in 2015 to 14.5 
percent in 2017.” Even if women do make it to the top, 
they may face the glass cliff, the phenomenon whereby 
senior women finding themselves disproportionately 
represented in untenable leadership positions that often 
resulted in failure.*° 

On a global basis, the leadership picture for women 


is improving somewhat. For example, the number of 


female political leaders has grown dramatically world- 
wide in recent decades. In the 1970s there were only 
five such leaders. In the 1990s, 21 female leaders came 
into power, and women around the world are leading 
major global companies. These global female business 
leaders do not come predominantly from North America 
or Europe. For example, Chanda Kochhar took over as 
managing director and CEO of ICICI Bank in 2009." 
In addition, a large number of women have founded 


entrepreneurial businesses. For example, former chief 


of ICICI Venture Renuka Ramnath launched Multiples 


Alternate Asset Management in 2009.” 
Removing obstacles to women’s success continues 
to be a challenge for organizations. Organizations must 
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develop policies that promote equity in pay and ben- 
efits, encourage benefit programs of special interest to 
women, and provide equal starting salaries for jobs of 
equal value. Organizations that shatter the glass ceiling 
share several practices. Upper managers demonstrate 
support for the advancement of women through men- 
toring programs. Leaders incorporate practices into their 
diversity management programs to ensure that women 
perceive the organization as attractive.” Women are rep- 
resented on standing committees addressing key stra- 
tegic business issues, and are targeted for participation 
in executive education programs. Systems are in place 
for identifying women with high potential for advance- 
ment.** Companies such as Motorola, Deloitte, and the 
Bank of Montreal offer excellent programs for advancing 
and developing women executives.” 


Typically, women have adopted the caregiving role. 
Women are still largely responsible for home manage- 
ment, childcare, and often, elder care. Because of their 
multiple roles, women frequently experience conflicts 


between work and home. In response, organizations can 
offer incentives such as flexible work schedules, child- 
care, elder care, and work site health promotion pro- 
grams to assist working women in managing the stress 


of their lives.*® 


Organizations must help their increasing numbers 
of female employees achieve their potential, or risk 
underutilizing the talents of more than half of the Cana- 


dian workforce. 


LGBTQ2+ Diversity 


According to StatsCan, the percentage of Canadians 
aged 18 to 59 who reported in 2014 that they consider 
themselves to be homosexual (gay or lesbian) is 1.7 per- 
cent of the population and 1.3 percent for who reported 
in 2014 that they consider themselves to be bisexual. 
Since same-sex marriages were legalized in 2005, the 
number of same-sex marriages between 2006 and 2011 
increased 42.4 percent. As well, the number of children 
aged 24 and under living with female same-sex parents 
in 2011 was 7,700 and the number of children aged 24 
and under living with male same-sex parents was 1,900.* 


Members of the 
LGBTQ2+ 
continue to face consider- 
able discrimination in the 
workplace. “This  discon- 
nect between diversity and 
inclusion is experienced by 
women, aboriginal people 
and ethnic minorities, but 


community 


glass ceiling A transparent 
barrier that keeps women from 
rising above a certain level in 
organizations. 


glass cliff Senior women finding 


_ themselves disproportionately 


represented in untenable leadership 
positions. 
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More and more organizations are recognizing 
the importance of creating cultures that include 
LGBTQ2+ employees. 


it is especially marked for the LGBT (Lesbian, Gay, 
Bisexual, and Trans) community. ... almost 30% of 
Canadian LGBT-identified respondents felt that they 
experienced discrimination in the workplace as opposed 
2.9% of the general population.”** More companies are 
trying to create organizational cultures that are actu- 
ally inclusive. For example, Google offers Unconscious 
Bias at Work training to all Googlers by incorporating 
Busting Bias at Work training to every Googler’s first day 
at Google. Similarly, on National Coming Out Day and 
in collaboration with all global RBC PRIDE initiatives, 
RBC ran a feature story in its intranet, profiling 13 inter- 
national participants from the LGBT & Allies commu- 
nity sharing their stories, and a timeline of RBC’s LGBT 
milestones.” 

Coming out at work is still not easy. It is important 
therefore that organizations create a safe environment 
where employees are comfortable sharing their iden- 
tity. Employee resource groups are one way to provide 
space for employees to be themselves. “By creating 
[such] resources and groups, organizations signal to indi- 
viduals that the leaders and top management care about 
these issues and these rights.’ IBM Canada has been a 
leader in creating spaces and resources for its LGBTQ2+ 
employees; for example, its domestic partner health care 
benefit program is in place for over 80% of employees 
worldwide.*! 


Age Diversity 


The graying of the workforce is another source of work- 
place diversity. Aging baby boomers (those individuals 
born between 1946 and 1964) contribute to the rise of the 
median age and the number of middle-aged Canadians 
is rising dramatically. According to data from StatsCan, 
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“the proportion of seniors within the population has 
been steadily growing since 1960. ... According to all 
population projection scenarios, seniors are expected to 
comprise around 23% to 25% of the population by 2036, 
and around 24% to 28% in 2061.” While the proportion 
of seniors is increasing, “similar to other countries, Can- 
ada’s youth represent a smaller share of the population 
than in the past.””” 

This change in worker profile has profound implica- 
tions for organizations. The job crunch among middle- 
aged workers will intensify as companies seek flatter 
organizations and eliminate middle management jobs. 
Older workers are often higher paid, and companies 
that employ large numbers of aging baby boomers may 
find these pay scales a handicap to competitiveness.” 
Conversely, a more experienced, stable, reliable, and 
healthier workforce can { 


The aging workforce is increasing intergenerational 
contact at work.* As organizations flatten, workers tra- 
ditionally segregated by old corporate hierarchies find 
themselves working together. Four generations are 
cooperating: the silent generation (people born from 
1930 through 1945), a small group; the baby boomers, 
whose substantial numbers give them a strong influence; 
the baby bust generation, popularly known as Genera- 
tion X (those born from 1965 through 1976); and the 
subsequent generation, called Generation Y, millennials, 
or the baby boomlet.* The millennials bring new chal- 
lenges to the workplace because of their early access to 
technology and their continuing connection to parents.” 

The differences in attitudes and values among 
these four generations can be substantial, and man- 
agers struggle to integrate their workers into a cohesive 
group. Some leadership positions are held by mem- 
bers of the silent generation. Baby boomers regard the 
silent generation as complacent, strive for moral rights 
in the workplace, and take a more activist position 
regarding employee rights. The baby busters, newer to 
the workplace, are less patient, want more immediate 
gratification, and value family over work. They scorn 
the achievement orientation and materialism of the 
baby boomers. Younger workers may have false impres- 
sions of older workers, viewing them as resistant to 
change, unable to leam new work methods, less physi- 
cally capable, and less creative than younger employees. 
Research indicates, however, that older employees are 
more satisfied with their jobs, more committed to the 
organization, and more internally motivated than their 
younger cohorts.” Research also indicates that direct 
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experience with older workers reduces younger workers’ 
negative beliefs.* Motivating aging workers and helping 
them maintain high levels of contribution to the organi- 
zation is a key task for managers. 


Ability Diversity 


Employees with different abilities present yet another 
form of diversity. Individuals with disabilities are an 
underutilized human resource. According to StatsCan, 
one in seven Canadians aged 15 years or older reported 
a disability. In 2012, almost 14% of the Canadian popu- 
lation aged 15 years or older—3.8 million individuals— 
reported having a disability that limited their daily 
activities. In general, provinces in the east had a slightly 
higher prevalence of disability than did those in the west. 
Among the territories, the prevalence of disability was 
14% in Yukon, 8% in the Northwest Territories, and 7% 
in Nunavut.” 

While individuals with disabilities have entered the 
workforce in greater numbers, the progress is still slow. 
Some companies have recognized the value of employing 
workers with disabilities. McDonald’s created McJOBS, 
a corporate plan to recruit, train, and retain individuals 
with disabilities that has hired more than 9,000 mentally 
and physically challenged individuals since 1981. 

Its participants include workers with visual, hearing, 
or orthopedic impairments; learning disabilities; and 
mental impairments. McJOBS holds sensitivity training 
sessions with managers and crew members before 
workers go onsite to help workers without disabilities 
understand what it means to be a worker with a disabling 


A McDonald’s employee who is integrated into its 
workforce. 
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condition. Most McJOBS workers start part-time and 
advance according to their own abilities and the oppor- 
tunities available. 


Valuing Diversity 


Diversity involves more than culture, gender, age, ability, 
and personality. It also encompasses religion, social 
status, and sexual orientation. These diversity types bring 
heterogeneity to the workforce. 

Managers must combat prejudice and discrimina- 
tion to manage diversity. Prejudice is an attitude, and 
discrimination describes behaviour; both diminish orga- 
nizational productivity. Organizations benefit when they 
ensure that good workers are promoted and compen- 
sated fairly, but as the workforce becomes increasingly 
diverse, the potential for unfair treatment also increases 
as some individuals may discriminate more. 

Diversity helps organizations in many ways. Some 
organizations recognize the potential benefits of aggres- 
sively working to increase the diversity of their work- 
forces. Yum! Brands’ Kentucky Fried Chicken (KFC) 
tries to attract and retain diverse group executives. A 
president of KFC’s U.S. operations said, “We want to 
bring in the best people. If there are two equally quali- 
fied people, we'd clearly like to have diversity.” 

In an effort to understand and appreciate diversity, 
Alcon Laboratories developed a diversity training class 
called Working Together. The course takes advantage 
of two key ideas. First, people work best when they are 
valued and when diversity is taken into account. Second, 
when people feel valued, they build relationships and 
work together as a team.” Even majority group managers 
may be more supportive of diversity training if they learn 
to appreciate their own ethnic identity. It is important to 
frame diversity training as part of a larger, more general, 
human resource development. One evaluation of diver- 
sity training found that participants preferred training 
that was described as focusing on human relations, rather 
than on diversity per se, and had a broad focus. Further, 
women react more positively to diversity training than 
men.™ Organizations should measure the effects of 
training so they can monitor its positive payofts. 

Managing diversity helps companies become more 
competitive. But managing diversity takes more than 
simply being a good organizational citizen or complying 


with employment equity.” NE ie alli ; 
mp)! 


a painful examination of employees’ hidden assump- 
tions. Biases and prejudices about people’s differences 
must be uncovered through structured self-reflection 
and addressed so that differences can be celebrated and 
used to their full advantage. 
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e Resistance to change 


e Attracts and retains the best 
human talent 


e Improves marketing efforts © Lack of cohesiveness 


e Promotes creativity and © Communication problems 
innovation 

e Results in better problem e Interpersonal conflicts 
solving 

e Enhances organizational e Slowed decision making 
flexibility 


Diversity's Benefits and Problems 


Diversity enhances organizational performance. Table 2.2 
summarizes the main benefits, as well as the problems, 
with diversity at work. Organizations reap five main ben- 


efits from diversity. First, diversity management helps 
firms attract +t and retain "iil a iam J 


sity aids marketing efforts. Se as wor nee are Reaae 
fying, so are markets. A diverse workforce can improve a 
company’s marketing plans by drawing on insights from 
various employees’ cultural backgrounds. Third, diver- 
sity promotes creativity and innovation. The most inno- 
vative companies, such as Hewlett-Packard, deliberately 
build diverse teams to foster creativity. 
Fourth, ae! a ame 
solving. Diver 
tise and experience to be 
and decisions and ‘heres encourage mei: 
levels of critical thinking. Fifth, diversity 
enhances organizational flexibility. Diver- 
sity makes an organization challenge old 
assumptions and become more adaptable. 
These five benefits add up to competi- 
tive advantage for companies with well- 
managed diversity. 

We must also recognize diversity’s 


potential problems. Fiv lems are 
particularly important: ance to 
ack of cohesiveness, c - 

icts, and deci- 


aking ee are attracted to, 
and more ae ae with, others like 
themselves. It stands to reason that 
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The toughest 
problems for 
managers to resolve 
include employee 
theft, environmental 
issues, comparable 
worth of employees, 
conflicts of 
interest, and sexual 


harassment. 
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workers may resist ‘diversity efforts when they are 
forced to interact with others unlike themselves. Man- 
agers should be prepared for this resistance rather than 
naively assuming that everybody supports diversity. 
Another difficulty with diversity is the issue of cohesive- 
ness, that invisible “glue” that holds a group together. 
Cohesive groups have higher morale and better com- 
munication, but diverse groups take longer to achieve 
cohesiveness, so they may also take longer to develop 
high morale. 

Another obstacle to performance in diverse groups 
Culturally diverse groups may 
encounter special communication barriers. Misunder- 


is communication. 


standings can lower work group effectiveness by cre- 
ating conflict and hampering decision making. Now 
some organizations are | inclu- 
sion. The goal is to ensure that different individuals are 
actively engaged and are able to work together while 
being themselves. For example, Torys, a large law firm, 
has created a Women in Business Development Pro- 
gram, to boost women’s profiles when women experi- 
ence career interruptions.” 


ETHICS, CHARACTER, 
AND PERSONAL INTEGRITY 


Managers and employees frequently face ethical 
dilemmas and trade-offs. Some organizations display 
good character and have executives 
known for their personal integrity. Merck 


& Company, with some notable excep- 
tions, manages ethical issues well and its 
emphasis on ethical behaviour has earned 
it recognition as one of the most admired 
companies in Fortune’s polls of CEOs. 
Despite many organizations’ careful 
handling of ethical issues, unethical con- 
duct sometimes occurs. The toughest 
problems for managers to resolve include 
employee theft, environmental issues, 
comparable worth of employees, conflicts 
of interest, and sexual harassment. 
Ethical theories help us understand, 
evaluate, and classify moral arguments; 
make decisions; and then defend con- 
clusions about what is right and wrong, 
Ethical theories can be classified as con- 
sequential, rule-based, or character, 
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Consequential Theories of Ethics 


Consequential theories of ethics emphasize the con- 
sequences or results of behaviour. John Stuart Mill’s uti 


g on ‘Cood” is the ultimate cor oe nets 
we eshoulde maximize good effects for the greatest number 
of people. But do good ethics make for good business?” 
Right actions do not always produce good consequences, 
ane good pomsaduences do not always follow right 


actions. An v do we determine the greatest good— 
SNe MARRS saeeermcoavequences? Using the 
“greatest number” criterion implies that minorities (less 
than 50 percent) might be excluded in evaluating the 
morality of actions. An issue that matters to a minority 
but not to the majority might be ignored. These are some 
of the dilemmas raised by utilitarianism. 

Organizations often subscribe to consequential 
ethics, partly due to the arguments of the Scottish polit- 
ical economist and moral philosopher Adam Smith.” 
He believed that the self-interest of human beings is 
religion’s providence, not ah es SitiaNeae 


forth a do , presenting the clas- 


sical argument for SSSA Sle rpctition and free 
trade. Within this framework, people should be allowed 


to pursue what is in their economic self-interest, and the 
natural efficiency of the marketplace would serve the 
well-being of society. However, virtue ethics offer an 
alternative rule-based theory. 


Rule-based Theories of Ethics 


Rule-based theories of ethics emphasize the char- 
acter of the act itself, not its effects, in arriving at universal 
moral rights and wrongs.” Moral rights, the basis for legal 
rights, are associated with such theories. In a theological 
context, the Bible, the Talmud, and the Koran are rule- 
based guides to ethical behaviour. Immanuel Kant worked 
toward the ultimate moral principle in formulating his 
—o imperative. a Slane! standard of behav- 


n end. He Nai a we Bresaill se ourselves 
in ae Biller person's position and ask if we would make 
the same decision if we were in that person 's situation. 


Character Theories of Ethics 


Character theories of ethics emphasize the character 
of the individual and the intent of the actor, instead 
of the character of the act itself or its consequences. 
These theories emphasize virtues and are based on an 
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ch to character. Robert Solomon is 


the se esters moet of the Aristotelean approach to 
business ethics.” He advocates a business ethics theory 
centred on the individual within the corporation, thus 
emphasizing both corporate roles and personal virtues. 
Aristotle shaped his vision around an individual's inner 
character and virtuousness, not the person’s behaviour. 


e€ con ity acalleneay wale ‘dase 
inte eaREET tones ENCES, The dimen- 
sions summarize the ideals defining good character. 
These include honesty, loyalty, sincerity, courage, reli- 
ability, trustworthiness, benevolence, sensitivity, help- 
fulness, 


cooperativeness, civility, decency, modesty, 
openness, gracefulness, and many others. 

Cultural relativism contends that there are no uni- 
versal ethical principles and that people should not 
impose their own ethical standards on others; local 
standards guide ethical behaviour. Cultural relativism 
encourages individuals to operate under the old adage 
“When in Rome, do as the Romans do.” Unfortunately, 
people who adhere strictly to cultural relativism may 
avoid or ignore difficult ethical dilemmas by denying 
their own accountability. 


ETHICAL DILEMMAS FACING 
THE ORGANIZATION TODAY 


People need ethical theories to guide them through 
confusing, complex moral choices and ethical decisions. 


Contemporary organizations experience a wide variety of 
ethical and moral dilemmas. Here we address employee 
rights, sexual harassment, organizational justice, and 
whistle blowing. We conclude with a discussion of social 
responsibility and codes of ethics. 


Employee Rights consequential theory An 
ethical theory that emphasizes 

Managing the rights of | the consequences or results of 

employees at work cre- behaviour. 

ates many ethical dilemmas rule-based theory An 

in organizations. These ethical theory that emphasizes 


the character of the act itself 
rather than its effects. 


dilemmas include privacy 
issues related to technology. 
Many believe that the moni- 
toring of computer use, for theory that emphasizes the 
example, to see what web- 


: ani _ integrity of the individual. 
sites employees are visiting 
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distributive justice The 
fairness of the outcomes 

that individuals receive in an 
Organization. 


constitutes an invasion of privacy. Using employee data 
from computerized information systems presents many 
ethical concerns. Safeguarding the employee's right to 
privacy while preserving access to the data for those who 
need it forces managers to balance competing interests. 

Drug testing, free speech, downsizing and layoffs, 
and due process are a few of the employee rights issues 
managers face. For example, the reality of HIV or AIDS 
in the workplace illustrates the difficulties managers face 
in balancing the interests of their employees and their 
organizations. Managers may face a conflict between 
the rights of HIV-infected workers and the rights of 
their coworkers who feel threatened. Employers are 
not required to make concessions to coworkers, but 
employers do have obligations to educate, reassure, and 
provide emotional support to coworkers. 

Confidentiality may also present challenges. Some 
employees with HIV or AIDS fear stigmatization or 
reprisals and do not want to reveal their condition to 
their coworkers. Management should discuss the rami- 
fications of trying to maintain confidentiality and should 
assure the affected employee that every effort will be 
made to prevent negative consequences for them in the 
workplace.’° 

Laws protect HIV-infected workers. How does 
a manager protect the dignity of the HIV-infected 
employee and preserve the morale and productivity of 
the work group when so much prejudice and ignorance 
still surround this disease? Many organizations believe 
the answer is education.“ The Global Business Coali- 
tion on HIV/AIDS, Tuberculosis and Malaria comprises 
many organizations in different industries that bring 
health and opportunity to those afflicted with the three 
diseases. MTV Networks International, Bayer AG, Booz 
& Company, and MAC Cosmetics, to name only a few, 
are members of the Coalition.” 


Sexual Harassment 


Sexual harassment is unwelcome verbal or physical 
sexual attention that affects an employee’s job condi- 
tions or creates a hostile working environment.” Sexual 
harassment is more likely to occur in male-dominated 
workplaces. Managers can defend themselves by dem- 
onstrating that they took action to eliminate workplace 
harassment and that the complaining employee did not 
take advantage of company procedures to deal with 
harassment. Even the best 
sexual harassment policy, 
however, will not absolve a 
company when harassment 
leads to firing, demotions, 
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or undesirable working assignments.*! The Canadian 
Human Rights Commission recommends three critical 
steps to create a healthy workplace, free of harassment: 
(1) begin to change a culture of fear by discussing harass- 
ment, sharing information, and involving employees in 
the development of an anti-harassment policy; (2) illus- 
trate what constitutes harassing behaviour and provide 
clear directions for filing complaints; and (3) monitor 
progress and engage in ongoing training.” 

There are three types of sexual harassment. Gender 
harassment includes crude comments or behaviours that 
convey hostility toward a particular gender. Unwanted 
sexual attention involves unwanted touching or repeated 
pressure for dates. Sexual coercion consists of implicit or 
explicit demands for sexual favours by threatening nega- 
tive job-related consequences or promising job-related 
rewards.*? Recent theory has focused attention on the 


aggressive behaviour of sexual harassers.™ 
costs 500 


and lost productivity. Valeant Pharmaceuticals Interna- 


tional paid out millions to settle several sexual harass- 
ment complaints against former CEO Milan Panic. 
These sorts of costs do not take into account the neg- 


ative publicity sexual harassment cases may attract. 
Sexual harassment victims are less satisfied with their 
work, supervisors, and coworkers and may psychologi- 
cally withdraw at work. They may suffer poorer mental 
health, and even exhibit symptoms of post-traumatic 
stress disorder in conjunction with the harassment expe- 


rience. Some victims report alcohol abuse, depression, 

Several companies have created comprehen- 
sive sexual harassment programs. Atlantic Richfield 
(ARCO), owned by British Petroleum, now infamous for 
the world’s largest oil spill and ecological disaster, and 
a player in the male-dominated energy industry, has a 
handbook on preventing sexual harassment that includes 
phone numbers of agencies where employees can file 
complaints. The openness seems to work. Lawsuits 
rarely happen at ARCO. When employees make sexual 
harassment complaints, the company investigates thor- 
oughly. For example, ARCO fired the captain of an oil 
tanker for sexually harassing coworkers. 


Organizational Justice 


Organizational justice also generates moral and ethical 
dilemmas at work. Distributive justice concerns the 
fairness of outcomes individuals receive. For example, 
Japanese CEOs, in the past, have questioned the dis- 
tributive justice of keeping North American CEOs’ 
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salaries so high while many companies were struggling 
and laying off workers. 

Procedural justice concerns the fairness of the 
process by which outcomes are allocated. The ethical 


questions in aii Iysiles examine ar 


organization used ihe correct nee in allocating 
resources? Have the right considerations, such as com- 
petence and skill, been brought to bear in the decision 
process? And have the wrong considerations, such as 
race and gender, been excluded from the decision pro- 
cess? One study of work scheduling found voluntary 
turnover negatively related to advance notice and con- 
sistency, two dimensions of procedural justice.*’ Some 
research suggests cultural differences in the effects of 
distributive and procedural justice.* 


Whistle Blowing 


Whistle blowers are emplovees who inform authori- 
ties of wrongdoings by their companies or coworkers. 
Whistle blowers can be perceived as either heroes or 
“vile wretches” depending on their situations. Those seen 
as heroes generally report serious and high-magnitude 
ethical breaches widely perceived as abhorrent. Others 
may see the whistle blower as a vile wretch if they feel 
the act of whistle blowing is more offensive than the situ- 
ation reported. 

Whistle blowing can be a powerful influence on 
corporate North America because committed orga- 


nizational members sometimes engage in unethical 
behaviour in an intense desire to succeed. Organiza- 
tions can manage whistle blowing by explaining the 
conditions that are gbpropriate ios Sen ee. 


Social Responsibility 


Corporate social responsibility is an organizations 
obligation to behave ethically in its social environment. 
Ethical conduct at the individual level can translate into 
social responsibility at the organizational level. Socially 
responsible actions are expected of or Batons. Cur- 
rent concerns include protecting the env! 

promoting worker safety, supporting social issues, and 
investing in the community, among others. Some orga- 
nizations, such as IBM, loan executives to inner-city 
schools to teach science and math. Firms that are seen 


as socially responsible have a competitive advantage in 
90 


attracting applicants. 
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(IN ACTION 


E 2018, Manitoba Hydro was recognized as one of Canada’s 
and Manitoba's Top 100 Employers. It was also recognized in 
a as one of UST Best ly Employers. ua its 


resource group, the Pacer hed Circle. As well, Manitoba 
Hydro, for a decade, has supported its DisAbility Access Program 
to help persons who have sustained severe brain injury reinte- 
grate into the workforce; the program has since expanded to 
include individuals with intellectual disabilities. 

Manitoba Hydro’s approach to CSR focuses on sustain- 
able development, grounded in “13 complementary guiding 
principles based on the principles and guidelines of sustain- 
able development adopted by the Manitoba Round Table on 
Environment and Economy.’ The 13 principles are (1) steward- 
ship of the economy and the environment; (2) shared responsi- 
bility; (3) integration of environmental and economic decisions; 
(4) economic enhancement; (5) efficient use of resources; 
(6) prevention and remedy; (7) conservation; (8) waste mini- 
mization; (9) access to adequate information; (10) public par- 
ticipation; (11) understanding and respect; (12) scientific and 
technological innovation; and (13) global responsibility. 


SOURCES: Manitoba Hydro, Recognized as one of Canada’s Best Diversity Employers, 
https://content.eluta.ca/top-employer-manitoba-hydro#diversity, accessed June 29, 
2018; Sustainable Development Policy, https://www.hydro.mb.ca/environment/env 
_management/sdp.shtml#scientific, accessed June 29, 2018. 


Codes of Ethics 


Most mature professions guide their practitioners’ 
actions and behaviour with codes of ethics. For example, 
the Hippocratic oath guides doctors. A profession's code 
of ethics becomes a stan- 


dard against which members 
can measure themselves in 
the absence of internalized 
standards. 

No universal code of 
ethics or oath exists for busi- 
ness as it does for medicine. 
However, Paul Harris and 
four business colleagues, 
who founded Rotary Inter- 
national in 1905, addressed 


procedural justice The 
fairness of the process by which 
outcomes are allocated in an 
organization. 


whistle blower An 
employee who informs authorities 
of the wrongdoings of their 
company or coworkers. 


social responsibility The 
obligation of an organization to 
behave in ethical ways. 
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technology The intellectual 
and mechanical processes used 
by an organization to transform 
inputs into products or services 
that meet organizational goals. 
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ethical and moral behaviour early. They developed the 
four-way test, shown in Figure 2.5, which is now used 
in more than 166 nations by 1.2 million Rotarians. The 
four-way test focuses the questioner on key ethical and 
moral questions. Beyond the individual and_profes- 
sional level, organizational culture is another excellent 
starting point for addressing ethics and morality. Some- 
times codes articulate a corporation’s ethics. Johnson & 
Johnson’s credo helped hundreds of employees ethically 
address criminal tampering 
with Tylenol products. Stu- 
dents in business schools 
have developed graduation 
codes of ethics to guide 
them in their work. 
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Individual codes of ethics, professional oaths, and 
organizational credos must all be anchored in a moral, 
ethical framework. We must continue using ethical theo- 
ries to question and improve our individual current stan- 
dards. Although a universal right and wrong may exist, 
it would be hard to agree upon a single code of ethics to 
which all individuals, professions, and organizations can 
subscribe. 


© > TECHNOLOGICAL INNOVATION 
AND TODAY'S WORKFORCE 


Another challenge that managers face is managing tech- 
nological innovation. Technology can incorporate the 
inetecnal and mechanical processes an organization 
uses to transform inputs into products or services that 
meet its goals. Managers must adapt to rapidly changing 
technology and ensure its optimum use in their organiza- 
tions. Managers’ inability to incorporate new technolo- 
gies into their organizations limits economic growth in 
North America.” Although North America still leads the 
way in developing new technologies, it lags behind in 
using them productively in workplace settings. Great 
organizations avoid technology fads and bandwagons, 
instead pioneer the application of carefully selected 
technologies. 

The Internet has radically changed organizations’ 
communication and work performance. The Internet 
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and electronic innovation have made surveillance of | 


employees more widespread. However, companies need 
to balance the use of spyware, monitoring of employee 
e-mails and websites, and video monitoring systems wath 
respect for employee rights to privacy. Managers with 
excellent interpersonal skills do more to ensure high 
productivity, commitment, and appropriate behaviour 
on the part of employees than intense employee perfor- 
mance monitoring systems. Organizations with clearly 
written policies spelling out their approach to moni- 
toring employees walk the fine line between respecting 
employees’ privacy and protecting the interests of the 
organization. 

One fascinating technological change is the devel- 
opment of expert systems, computer-based applica- 
tions that use a representation of human expertise in a 
specialized field of knowledge to solve problems. Expert 
systems can be used in many ways, including providing 
advice to non-experts, providing assistance to experts, 
replacing experts, and serving as a training and develop- 
ment tool in organizations.‘ They are used in medical 
decision making, diagnosis, and medical informatics. 
Anheuser-Busch has used an expert system to assist 
managers in ensuring that personnel decisions comply 
with anti-discrimination laws.” 

Japan leads the world in the use of robotics in 
organizations; while organizations in North America 
have fewer total robots than Japan, the gap is narrowing. 
As well, the growth in the use of robots is expected to 
come from the “BRICS countries,” i.e., Brazil, Russia, 
India, China and South Africa.” Whereas Japanese 
workers are happy to let robots take over repetitive 
or dangerous work, North American employees and 
unions worry that they will be replaced by labour-saving 
robots.” However. the main reason for the reluctance 
of North American organizations to use robots is their 
slow payback. Robotics represents a big investment that 
does not pay off in the short term. Japanese managers 
are more willing to evaluate the effectiveness of robotics 
technology along a long-term horizon. 

It is tempting to view technology from only the posi- 
tive side: however, some realism is in order. Some firms 
that have been disappointed with costly technologies 
are electing to de-engineer: 42 percent of information 
technology projects are abandoned before completion, 
and half of all technology projects fail to meet man- 
agers’ expectations. Pacific Gas and Electric (part of 
PG&E Corporation) spent tens of millions of dollars 
on a new IBM-based system. Then deregulation hit the 
utility industry, allowing customers to choose among 
utility companies. Keeping up with multiple suppliers 
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Photo by Samuel Zeller on Unsplash 


Augmented reality technology is developing quickly. 


and fast-changing prices was too much for the massive 
new system; it was scrapped in favour of a new project 
using the old first-generation computer system, which 
is still being updated and gradually replaced. Because 
some innovations fail to live up to expectations, man- 
agers have to handle both revolutionary and evolutionary 
approaches to technological transitions.” 


Alternative Work Arrangements 


Technological advances have prompted the advent 
of alternative work arrangements, the nontraditional 
work practices, settings, 
and locations that are now 


— ' expert system A computer- 
traditional 


based application that uses 

| a representation of human 
expertise in a specialized field of 
knowledge to solve problems. 


supplementing 
workplaces. One alterna- 
tive work arrangement is 
telecommuting, elec- 


tronically transmitting work I robotics The use of robots in 


from a home computer to [ organizations. 
the office. IBM was one 
of the first companies to 
experiment with the notion 


of installing 


telecommuting 
Electronically transmitting work 
from a home computer to the 


office. 
computer 
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terminals at employees’ homes and having employees 
work at home. By telecommuting, employees gain flexi- 
bility, save the commute to work, and enjoy the comforts 
of being at home. Telecommuting also has disadvan- 
tages, however, including distractions and lack of oppor- 
tunities to socialize with other workers. Despite these 
disadvantages, telecommuters still feel “plugged in” to 
the communication system at the office. Studies show 
that telecommuters often report higher satisfaction with 
office communication than do workers in traditional 
office environments.!” 

felus Corp. sees telecommuting as part of its green 


mployees work from home 


commuting lets companies access workers with key skills 
regardless of their locations. Alternative workplaces also 
give organizations an advantage in hiring and keeping 


talented employees, who find the flexibility of working at 


home very attractive. 

Satellite offices comprise another alternative work 
arrangement. In such offices, large facilities are broken 
into a network of smaller workplaces located near 
employees’ homes. Satellites are often located in com- 
paratively inexpensive cities and suburban areas. They 
usually have simpler eens than the more centrally 
leaked offices. Satellites c 2 a company as much as 
estate costs and can attract employees 

a acik in a large urban area, thus 
a 1g ool of potential employees.'” 

These #iligiaane work arrangements signal a trend 
toward virtual offices, in which people work anytime, 
anywhere, and with anyone. The concept suggests work 
occurring where people are, rather than people coming 
to work. Information technologies make connectivity, 
collaboration, and communication easy. Critical voice- 
mails and messages can be delivered to and from the 
central office, a client's office, the airport, the car, or 
home. Wireless Internet access and online meeting soft- 
ware, such as zoom.com, allow employees to participate 
in meetings anywhere at any time. 


Impact of Technology on Management 


Technological innovation affects the very nature of 
the management job. Managers who once had to coax 
workers back to their desks from coffee breaks now find 
that they need to encourage workers mesmerized by new 
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technology to take more frequent breaks.’ Working 
with a computer can be stressful, both physically and 
psychologically. Long hours at computer terminals can 
cause eye, neck, and back strain, and headaches. In addi- 
tion, workers accustomed to the fast response time of the 
computer come to expect the same from their coworkers 
and scold coworkers when they fail to match the com- 
puter’s speed and accuracy. New technology, combined 
with globalization and intensified business pressures, 
has created extreme workers, pushing up the ranks of 
workaholics.'* These extreme workers pay a price in 
relationships; other dimensions of a full, rich life; and 
increased stress. 

Computerized monitoring provides managers with 
a wealth of information about employee performance, 
and it holds great potential for misuse. The telecom- 
munications, airline, and mail-order merchandise indus- 
tries make wide use of systems that secretly monitor 
employees’ interactions with customers. Employers 


praise such systems for improving customer service. 


Canada evaluated operators ithe a system that tabu- 
lated average working time with customers. Operators 
found the practice highly stressful, and they sabotaged 
the system by giving callers wrong directory assistance 
numbers rather than taking the time to look up the cor- 
rect ones. Bell Canada now uses average working time 
scores for entire offices rather than for individuals.' 

In a world of rapid technological innovation, man- 
agers must focus on helping workers manage the stress 
of their work. They must take advantage of the wealth 
of information available to motivate, coach, and counsel 
workers rather than to stringently control or police them. 

New technologies and rapid innovation place a pre- 
mium on a manager's technical skills. Managers must 
develop technical competence in order to gain workers’ 
respect. Computer-integrated manufacturing systems, 
for example, require managers to use participative man- 
agement styles, open communication, and greater tech- 
nical expertise to be effective.! 


Helping Employees Adjust 

to Technological Change 

Most workers understand the benefits of modern tech- 
nologies. Innovation has improved working conditions 


and increased the availability of skilled jobs. Tech- 
nology is also bringing disadvantaged individuals into 
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the workforce. Microchips have dramatically increased 
aities for workers with visual ruts. 


s ; ynitor,! ae 
neers at Carnegie Mellon University have developed 
PizzaBot, a robot that individuals with disabilities can 
operate using a voice-recognition system, to fill a pizza 
order from the crust to the toppings. Despite these and 
other benefits of new technology in the workplace, how- 
ever, some employees may still resist change. 

Technological innovations change employees’ work 
environments, generating stress. Many workers react 
negatively to change that they feel threatens their work 
situation. Many of their fears centre around loss—of 
freedom, of control, of the things they like about their 
jobs.'** Emplovees may fear diminished quality of work 
life and increased pressure. Further, employees may fear 
being replaced by technology or being displaced into 
jobs of lower skill levels. 

Managers can take several actions to help employees 
adapt to changing technology. Encouraging workers’ par- 
ticipation in early phases of decisions regarding techno- 
logical changes is important. Individuals who participate 
in planning for the implementation of new technology 
learn about the potential changes in their jobs; therefore, 
they are less resistant to the change. Workers’ input in 
early stages can smooth the transition into the new ways 
of performing work. 


STUDY 
TOOLS 


IN THE BOOK YOU CAN ... 


CF Rip out the Chapter Review card at the end of the book 
to review Key Concepts and Key Terms. 


(1 Take a“What about You?” Quiz related to material in the 
chapter. 


[Read additional cases in the Mini Case and Shopify Running 
Case sections. 
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Managers should also keep in mind the effects that 
new technology has on the skill requirements of workers. 
Many employees support changes that increase the oral 
requirements of their jobs. In 


job autonomy, ace tit 


em etananeata, Whenever possible, managers 


should select technology that increases workers’ skill 
peas be tcenttenniet 


@ eff aining is essential. Training 
helps omnplerese perceive that they control the tech- 
nology rather than being controlled by it. The training 
should be designed to match workers’ needs, and it 
should increase the workers’ sense of mastery of the uew 
technology. 

A related challenge is to encourage workers to 
invent new uses for existing technology. Reinvention is 
the term for creatively applying new technology.’” Indi- 
viduals who explore the boundaries of a new technology 
can personalize the technology and adapt it to their own 
job needs, and share this information with others in their 
work group. 

Managers must lead organizations to adopt new 
technologies more humanely and effectively. Techno- 
logical changes are essential for earnings growth and for 
expanded employment opportunities. The adoption of 
new technologies is a critical 
determinant of North Amer- : ; 
ican competitiveness in the reinvention The creative 
global marketplace. 


ONLINE YOU CAN ... 


L] Take a“What about You?” Quiz related to material in the 
chapter. 


NELSON.COM/STUDENT 


L] Test your understanding with a quick Multiple-Choice 
Pre-Test quiz. 


L] Read the eBook, which includes discussion points for 
questions posed in the Cases. 


L] Watch Videos related to chapter content. 


C1 Use the available Flashcards and Matching Quizzes to test 
your understanding of key terms and concepts. 


[] See how much you've learned by taking a Post-Test. 
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WHAT ABOUT YOU? 


Planning for a Global Career 


Think of a country you would like to work in, do business in, or 
visit. Find out about its culture, using Hofstede’s dimensions as 
guidelines. You can use a variety of sources to accomplish this, 
particularly your school library, government offices, faculty 
members, or others who have global experience. You will want 
to answer the following questions: 


1. 1s the culture individualistic or collectivist? 


2. Is the power distance high or low? 


jill Warner 


ill Warner, President of Ace Toys, sat looking at the monthly 
J profit and loss statement. For the fifth month in a row, the 
company had lost money. Labour costs were killing them. Jill 
had done everything she could think of to reduce costs and 
still produce a quality product. She was beginning to face the 
fact that soon she would no longer be able to avoid the idea of 
outsourcing. It was a concept that Jill had done everything to 
avoid, but it was beginning to look inevitable. 


Jill felt strongly about making a quality Canadian product using 
Canadian workers in a Canadian factory. But if things continued 
the way they were, she was going to have to do something. She 
owed it to her stockholders and board of directors to keep the 
company financially healthy. They had entrusted her with the 
future of the company, and she could not let them down. It was 
not her money or company to do with as she pleased. Her job 
was to make sure that Ace Toys flourished. 


However, if she chose to outsource the production segment 
of the company, only management and the sales force would 
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. Is uncertainty avoidance high or low? 
. Is the country masculine or feminine in its orientation? 
. Is the time orientation short term or long term? 


. Does the country have an indulgent orientation? 


. How did you arrive at your answers to the six questions? 


. How will these characteristics affect business practices in 


the country you chose to investigate/to visit? 


keep their jobs. How could she face the 500 people who 
would lose their jobs? How would the small community 
that depended on those 500 jobs survive? She also worried 
about the customers who had come to depend on Ace 
Toys to produce a safe product that they could give to 

their children with confidence. Would that quality suffer if 
she sent production halfway around the world? How could 
she ensure that the company she hired to produce the toys 
would live up to Ace's standards? Would the other company 
pay a fair wage and not employ children? The questions 
seemed endless, but Jill needed to decide how to save 

the company. 


Apply Your Understanding 
1. Is sending jobs out of the country unethical? 


2. Using rule, virtue, rights, and justice theories, evaluate 
Jill’s options. 


. What would you do and why? 
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RUNNING CASE 


DIVERSITY IN QUESTION 


Shopify believes that effective organizational culture 

is created from blending great people, diversity and 
inclusion, and a clear set of articulated values. As part of its 
commitment to people, for example, it offers self-directed 
budgets for learning and also provides catering and house 
cleaning. Shopify recognizes the need for diversity as its 
merchant base is 50 ymen across 175 countries 
Shopify was recognized in 2018 a: 


>rcent W 
5 a best place to work 
by Glassdoor and as a top C 


G2 Crowd. 


anadian company by 


Even so, Shopify has been criticized for its lack of diversity 
in its board; it is overwhelmingly white and male. At its 2018 
annual shareholders’ meeting, one of Shopify’s shareholders 
of the board’s composition. Meriel 
der and a former vice-president of 
eaucrat at Global Affairs and other 
commented, “diversity was important 
1g to be global. ...;his board doesn't 
one of the board members said the 
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‘Bloomberg via Getty Images 
} t g 


Kevin Van Paassen 


SHOPIFY 


board was looking for talent. Bradford then commented that 
“| suggest your search technique is poor.” 


Shopify’s lack of diversity is emblematic of the tech industry 

in North America. There are several possible explanations. 
Computer science departments are still overwhelming 

male. As well, and most interestingly, a study from Stanford 
suggests that the actual recruiting processes may alienate 
women. The researchers observed 75 recruiting sessions 

for 60 companies and found, for example, that sexist jokes : 
were told and presentation decks had only images of men. : 
Male-dominated industries tend to use masculine language 
and therefore may alienate and exclude women. Further, 
women in STEM continue to make less money than men and 
individuals of racialized colour make less than their white 
peers. Even so, some in the tech sector consider the lack of 
diversity as a false issue. James Damore, a former Google 
engineer, wrote an anti-diversity memo that soon became 
viral. He commented that men and women were biologi- 
cally different and were suited to different types of work; e.g,, 
men were better engineers than women. The email caused a 
firestorm and Damore was fired from Google; Google's CEO, 
Sundar Pichai, said the memo violated its policies. 

SOURCES: J. Bagnall, “is Shopify’s Boara of Directors Too Maie, Too White?" Ottawa 
Citizen, May 31, accessed from http://ottawacitizen.com/business/local 
busin bagnall-is-shopifys-board-of-directors-too-male-too-white, September 28, 


2018; "Life at Shopify; Shopify, accessed from https://www.shopify.com/careers/ 
B. Myers, “Women and Minorities, By the Numbers,’ Wired, 


2018 


culture, July 3, 2018 


Marc / 2018 assed from https://www.wired.com/story/computer-science 
-graduates-diversity/, September 28, 2018; M. Ehrenkranz, "Let's be Very Clear about 
What Happened to James Damore,’ Gizmodo, January 17, 2018, accessed from 
https://gizmodo.com/lets-be-very-clear-about-what-happened-to-james-damore 


Apply Your Understanding 
|. Why are tech firms still not very diverse? 
What can Shopify do to become more diverse? 


3, What are the risks to Shopify if it does not become more 
diverse and inclusive? 
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Personality 
and Perception 


LEARNING OUTCOMES 


After reading this chapter, you should be able to do the following: 


40) 


_ Explain how personality influences behaviour. 


> 
® 
o 
= 
= 
= 
a 
2 
3S 


Describe individual differences and their importance in Define social perception and explain the factors that affect it. 


understanding behaviour. é : : ; : 
Identify how biases create barriers to social perception. 


Describe how individuals manage others’ impressions. 


Discuss the practical assessment of personality in 
organizations. 


See the end of this chapter for a list of available Study Tools, 
a "What about You?" Quiz, Mini Case, and the Shopify Running Case. 
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Because personality is such a fundamental 66 
component of what makes each individual 

unique, the better one is able to under- Behaviour is the (Chapter 5); variable responses to stress 
stand and manage different personality mirror in which (Chapter 6); challenges associated with 
traits, the better one is able to work with decision making (Chapter 7); difficulties 


people in all organizational settings, from everyone shows their and misunderstandings in communica- 
new introductions, to informal book clubs, 


Individual differences are respon- 
sible for inconsistencies in motivation 


ima ge. tion (Chapter 8); conflict within groups 


to corporate work environments. But our and teams and its resolution (Chapter 9 
understanding of personality is only as —Johan Wolfgang and 10); desire for power and influence 
good as our social perception is accurate: (Chapter 11); discrepancies in styles of 
Cognitive biases constantly undermine von Goethe leadership and followership (Chapter 12); 
our perceptions. 99 the creation, maintenance, and changing 


of culture (Chapter 13); disparities in 

© INDIVI D T AL learning styles and ee | ea . 
perspectives on jobs and the esign O ; 

D | FFER FN CFS A N D work, as well as organizational structure (Chapters 15 and 


16); and adaptability to change and careers (Chapters 17 
0 R G A N [7 AT] 0 N AL B FH AV| 0 UJ R and 18). In other words, recognizing, understanding, 


appreciating, and managing individual differences is 


The next two chapters of this text begin to explore the the whole reason for studying organizational behaviour, 
concept of individual differences, which describe because while no two people are exactly alike, no two 
how a person’s skills and abilities, personality, percep- people are completely different, either. The more one 
tions. attitudes. emotions, and ethics combine to form understands individual differences, the better they can 
the essence of who that person is at their most funda- work with and direct others. Figure 3.1 illustrates how 


some individual differences affect human behaviour. 
The basis for understanding individual differences in 
a scientific and consistent way stems from early research 
in the field, which explained that behaviour is a func- 
tion of the person and the environment.' This idea has 
been refined into what is now known as interactional 
psychology,’ which has 


VARIABLES INFLUENCING INDIVIDUAL BEHAVIOUR ee) {our basic propositions’: 


1. Behaviour is a function 


mental level. (Skills, abilities, personality, and percep- 
tions will be discussed in this chapter, while attitudes, 
emotions, and ethics are discussed next, in Chapter 4.) It 
is our individual differences, and the seemingly infinite 
ways that these differences combine, that make directing 


and managing organizational behaviour challenging. 


of a continuous, multi- 


directional interaction 

Farsonetiiy Situational 
‘ ween personality 

cheracteriatica characteristics bet eh 22 
eGiwe ara ont b Pisin environment Wi characteristics and situ- 
oPamweitly * Social setting ational characteristics. 
°c * Jime constraints 
* Aiupon * Organization 
* Aliases « Work group 
Vane * Job Pig ssiers : 
EAS  Parsonat lit individual differences 


The way in which factors such 

as skills, abilities, personalities, 
perceptions, attitudes, values, and 
ethics differ from one individual 
to another. 


interactional psychology 
The psychological approach 

that emphasizes that in order to 
Behaviour understand human behaviour, we 
must know something about the 
person and about the situation. 
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Identical twins separated at birth share personality traits and preferences. 


Personality characteristics include all factors that 
are internal to an individual, such as skills, atti- 
tudes, and perceptions. Situational characteristics 
include all factors that are external to an indi- 
vidual, such as physical location, social setting, 
and even variables like temperature and time 


of day. 


. The person is active in this process and is changed 


by situations and is also able to change situations. 


. People vary in many characteristics, including cog- 


nitive, affective, motivational, and ability factors. 


Two interpretations of situations are important: the 
objective situation and the person's subjective view 
of the situation. 


lls and Abilities 


Skills and abilities influence behavioural outcomes. 
Abilities describe natural capacities that allow an 


abilities Natural capacities 
that allow an individual to 
perform a particular task 
successfully. 


skills Talents that have been 
acquired through deliberate and 
sustained effort. 


g factor 


individual's general mental ability. 


personality A relatively 
stable set of characteristics 
that influences an individual's 


behaviour. 


individual to perform a 
particular job or task suc- 
cessfully. Skills are talents 
that have been acquired 
through deliberate and 
sustained effort to carry 
out activities or job func- 
tions and can he related 
to ideas (cognitive skills), 
(technical — skills), 
and people (interpersonal 
skills). Underlying abilities 
are required in order for 
skills to be developed. 


A measure of an 
things 
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The g factor is a measure of an individual's gen- 
eral mental ability, (i.e., natural capacity) and was con- 
ceptualized nearly 100 years ago when psychologists 
observed that children’s performance across unrelated 
school subjects was positively correlated. (Children who 
performed well in one cognitive area often performed 
well in other cognitive areas.) IQ scores are commonly 
regarded as estimates of an individual's g factor. The 
existence of the g factor is well established and uncon- 
troversial, and the most widely accepted theories of 
intelligence incorporate it. It is a significant predictor 
of individual differences in many social outcomes, par- 
ticularly in education and employment,‘ and has also 
been been shown to be strongly correlated with work 
performance.® 


|) PERSONALITY 


Personality is an individual difference that lends consis- 
tency to a person’s behaviour. Personality is the rela- 
tively stable set of characteristics that influences how 
consistent an individual is in their own behaviour across 
time and across contexts. Personality is the tendency of a 
person to think, feel, and behave in a certain way. Although 
researchers debate the precise determinants of person- 
ality, many agree that genetics and environmental factors 
both influence personality. Researchers have found that 
identical twins who were separated at birth and raised in 
very different environments share personality traits and 
preferences. Approximately half of the variation in traits 
like extraversion, impulsiveness, and flexibility appears 
to be genetically determined; that is, identical twins who 
grew up in different environments share these traits.® 
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Environment also serves as a personality determi- 
nant, shaping individual characteristics and behavioural 
responses through family, cultural, and educational 
influences, and other external stimuli. Though they 
are stable, personality traits are not fixed. They con- 
tinue to develop and change to some degree through 


adulthood.’ 


Big Five Personality Trait Model 


Personality theorists have argued that to understand 
individual behaviour, behavioural patterns must be 
broken down into a series of observable traits, which 
are distinguishing qualities or features belonging to a 
person. One popular personality classification is the Big 
Five Personality Trait model (also known as the Five 
Factor Model of personality). Based on many studies 
spanning nearly a century, personality researchers have 
found that nearly all personality traits can be mapped 
to one of the following five dimensions:* extraversion, 
agreeableness, conscientiousness, neuroticism, and 
openness to experience.’ It is important to note that 
when we discuss each of these traits, we are really ref- 
erencing the dimensions of that trait. One extreme of 
the extraversion dimension corresponds to individuals 
who are very extraverted, while the other extreme cor- 
responds to very introverted individuals. Additionally, 
Big Five personality traits are “normally distributed,” 
meaning that the majority of people score somewhere 
near average, and few individuals score at one extreme 
or another. 

EXTRAVERSION-INTROVERSION The — extraversion— 
introversion dimension is normally referred to simply 
as extraversion. This dimension describes how outgoing 


and energetic someone is, and how comfortable they 
are around people and in new social settings. People 
who are extreme extroverts enjov being with other people, 
are talkative, full of energy, and often seen as attention 
seeking. Extroverts typically have little trouble with public 
speaking or performing in front of large audiences. 


AGREEABLENESS-DISAGREEABLENESS The 
agreeableness—disagreeableness dimension is normally 
referred to as agreeableness. This dimension refers to 
how easygoing and friendly someone is. People who are 
extremely agreeable tend to get along with many dif- 
ferent types of people in many different situations. They 
are compassionate, cooperative, and trusting of others, 
and are generally seen as well tempered. 


CONSCIENTIOUSNESS-DISORGANIZED The _ con- 
scientiousness—disorganized dimension is normally 
referred to as conscientiousness. This dimension denotes 
how organized and dependable someone is. People who 
are highly conscientious have high levels of self disci- 
pline, and are reliable, neat, punctual, and able to meet 
deadlines. Extreme conscientiousness can be perceived 
as inflexibility and obstinacy. 


NEUROTICISM-EMOTIONAL STABILITY The neu- 
roticism—emotional stability dimension is normally 
referred to as neuroticism. This dimension corre- 
sponds to how emotionally volatile someone is. People 
who are highly neurotic are emotionally reactive and 
prone to psychological stress. They tend to experience 
a greater degree of unpleasant emotions like anger, 
and anxiety, and _ often 

lack a degree of impulse | 


or features of a person. 
control. 


oes your personality affect life outcomes? In a recent 
18) eetanneenes review of research on the Big Five person- 
ality model, researchers found that the answer seems to be a 
resounding yes. Extraverts, for example, are happier, more satis- 
fied with romantic relationships, and less likely to be depressed. 
Agreeable individuals are less likely to have heart disease, and 
more likely to have a positive leadership style. Conscientious 


SOURCE: D. J. Ozer and V. Benet-Martinez, 
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people are healthier and enjoy greater occupational success, 
and they are less likely to engage in criminal or antisocial 
behaviours. Emotionally stable individuals experience greater 
job satisfaction, commitment, and occupational success. Those 
who are open to new experiences tend to choose occupations 
that involve creative and artistic skills, but they are also more 
likely to engage in substance abuse. 


“Personality and the Prediction of Consequential Outcomes,” Annual Review of Psychology 57 (2006): 401-421. 
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traits Distinguishing qualities 
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TABLE 3.1 


The person is gregarious, assertive, and sociable (as 
opposed to reserved, timid, and quiet). 


The person is cooperative, warm, and agreeable (rather 


than cold, disagreeable, and antagonistic). 


The person is hardworking, organized, and dependable 
(as opposed to lazy, disorganized, and unreliable). 


The person is insecure, anxious, and depressed (as 
opposed to calm, self-confident, and cool). 


The trait approach has many critics. Some 
theorists argue that simply identifying traits is 
not enough, since personality is dynamic and 
never completely stable. Further, early trait 
theorists tended to ignore the influence of sit- 
uations.’ Also, the trait theory tends to ignore 
process—that is, how we get from a trait to a 
particular outcome. 


The Dark Triad 


than practical with narrow interests). 


SOURCES: PT. Costa and R. R. McCrae, The NEO-PI Personality Inventory (Odessa, Fla.: Psychological Assessment Resources, 1992); 
J. F Salgado, “The Five Factor Model of Personality and Job Performance in the European Community,’ Journal of Applied Psychology 


82 (1997): 30-43. 


OPENNESS TO EXPERIENCE-CAUTIOUS The open- 
ness to experience—cautious dimension is referred to 
as openness to experience. This dimension describes 
how much someone prefers variety and 


novelty. People»whovare highly open to , 
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to try new: thi n ie 
100). ot 
doing things.: 


In an organizational setting, we 
know that introverted and conscientious 
employees are less likely to be absent 
from work.'® Individuals with high 
agreeableness tend to rate others more 
leniently on peer evaluations, while 
those with high conscientiousness tend 


to be tougher raters.'! Extraverts tend og 


to have higher salaries, receive more 

promotions, and be more satisfied with 

their careers.!? Across many occupations, conscientious 
people are more motivated and are high performers." 
When you examine specific occupations, however, dif- 
ferent patterns of the Big Five factors are related to high 
performance. For customer service jobs, individuals 
high in emotional stability, agreeableness, and open- 
ness to experience perform best. Managers with emo- 
tional stability and extraversion are top performers.'4 
Recent research results indicate that in work teams, the 
minimum level of agreeableness in a team and the mean 
levels of conscientiousness and openness to experience 
have a strong effect on overall team performance.’ The 
Big Five framework has also shown itself to be a valid 


framework for studying personality in multinational 
studies, |" 
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The person is creative, curious, and cultured (rather 


Everyone sees what 
you appear to be, few 
experience what you 

really are. 

—wNicollo Machiavelli, 


The Prince 


Recent research has found that another 
set of trait dimensions collectively known 
as “the dark triad,” which predict negative 
or antisocial behavioural outcomes that 
cannot fully be explained by the Big Five 
alone. As might be expected, people who 
are high in these traits tend toward socially dysfunc- 
tional behaviours, like aggressiveness, opportunism, 
and exploitativeness.’* The dimensions of the dark triad 
are narcissism, psychopathy, and Machiavellianism.” 


NARCISSISM (SELFLESSNESS) This 
dimension refers to how self-absorbed 
someone is. People who are high in nar- 
cissism spend an excessive amount of time 
thinking about themselves and have an 
inflated sense of pride and ego. Narcissistic 
individuals may post many selfies to their 
Instagram each day. 


PSYCHOPATHY (EMPATHY) This 
dimension describes the degree to which 
someone cares about others. People who 
are high in psychopathy do not care about 
others’ welfare, and experience little (or 
no) emotional response or remorse. Psy- 
chopathy is characterized by selfishness and antisocial 
behaviours, 


MACHIAVELLIANISM (SCRUPULOUS) This dimen- 
sion corresponds to the degree of morality that someone 
possesses. People who are high in Machiavellianism are 
manipulative and exploitative. High Machiavelli individ- 
uals are duplicitous, amoral, and focused solely on self- 
interest and personal gain. 


HEXACO Personality Model 


The HEXACO personality model incorporates the dark 
triad into the Big Five model to create a very robust model 
of personality traits.?” Where the Big Five model describes 
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personality across five dimensions, the HEXACO model 
describes personality across six dimensional traits: 


H: Honesty/Humility—Dark Triad 
E: Emotional Stability-Neuroticism 
X: Extraversion—Introversion 
A: Agreeableness—Disagreeableness 
C: Conscientiousne ss—Disorganized 
O: Openness to Experience—Closed-minded 

You can see that the E, X, A, C and O traits are the 
same as those described by the Big Five model; Emo- 
tional stability; Extraversion; Agreeableness; Conscien- 
tiousness; and Openness to Experience. The Honesty/ 


humility dimension is simply the other extreme of the 
Dark Triad personality characteristic described above. 


OTHER IMPORTANT 
PERSONALITY TRAITS 


While the Big Five personality traits provide a great deal 


of information, and the HEXACO personality model even 
more so, these five or six dimensions of personality are 
not the only important factors to consider when analyzing 
something as complex as someone’s personality. There 
are many other aspects that may be considered, including 


core self-evaluation, self-monitoring, and affectivity 


Core Self-Evaluation (CSE) 


Core self-evaluation (CSE) is a broad set of person- 
ality traits that refers to the positiveness of a person's 
self-concept.”) It represents a subconscious, funda- 
mental evaluation about a person’s abilities. Those with 
high CSEs think positively of themselves, and have con- 
fidence in their own abilities. Core self-evaluation repre- 
sents personality traits that are constant over time, and its 
four factors are locus of control, self-esteem, generalized 
self-efficacy, and neuroticism. Research suggests that 
people with high CSE are more popular,” make more 
money, have higher prestige jobs, and higher job satis- 
faction. Their more successful career paths are based 
partly on the fact that they are more likely to pursue fur- 
ther education and maintain better health.”’ 


LOCUS OF CONTROL An individual's generalized belief 


about internal (self) versus external (situation or others) 
control is called locus of control. People who believe 
they control what happens to them have an internal locus 
of control, whereas people who believe that circumstances 
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The dimensions of personality are not the only 
important factors when considering something as 
complex as someone’s personality. 


or other people control their fate have an external locus 
of control.” Internals (those with an internal locus of con- 
trol) have higher job satisfaction, health, organizational 
commitment, job involvement, motivation, and career 
success. Their stress levels are lower, as are their levels of 
role ambiguity, role conflict, and work-family conflict.” It 
appears that internals’ beliefs change their behaviour in 
such a way as to promote positive outcomes, The exter- 
nals’ perception of their passive role means they are less 
likely to deal directly with problems or initiate construc- 
tive actions. 

Because internals believe they control what happens 
to them, they typically prefer to exercise control in their 
environment. Internals don’t appreciate close supervi- 
sion, and favor having input into decisions. Externals, 
in contrast, may appreciate a more structured task set- 
ting with greater supervision 
core self-evaluation The 
positiveness of a person's self- 
concept; comprised of locus of 


control, self-esteem, self-efficacy, 
and neuroticism. 


and assistance, and may not 
prefer to participate in deci- 


sion making. 


SELF-EFFICACY General 
self-efficacy is a person’s 
overall view of themselves as 
being able to perform effec- 


locus of control An 
individual's generalized belief 
about internal control (self- 
control) versus external control 
(control by the situation or by 
others). 


tively in a wide variety of situ- 
ations? While — task-specific 
self-efficacy describes a per- 
son’s belief that they can per- 
form a specific task (“I believe 
I can do this sales presenta- 
tion today.”), the CSE refers 


general self-efficacy An 
individual's general belief that 
they are capable of meeting job 
demands in a wide variety of 
situations. 
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self-esteem An individual's 
general feeling of self-worth. 


self-monitoring The extent 
to which people base their 
behaviour on cues from other 
people and situations. 
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to general self-efficacy (“I believe I can perform well in 
just about any part of the job.”). 

People with high general self-efficacy have more 
confidence in their skills and innate abilities as well as 
other personal resources (e.g., energy, influence over 
others, etc.). People with low general self-efficacy often 
feel ineffective and may express doubts about performing 
a new task well. People who trust their own efficacy 
tend to attempt difficult tasks, to persist in overcoming 
obstacles, and to experience less anxiety when faced with 
adversity.” Because previous success is one of the most 
important determinants of self-efficacy, generalized self- 
efficacy tends to be self-fulfilling: An individual believes in 
their skills and abilities, attempts a new task, perseveres, 
achieves success, and then has a greater feeling of self- 
efficacy. Because they are confident in their capability to 
provide meaningful input, they value the opportunity to 
participate in decision making.” High self-efficacy has also 
been related to higher job satisfaction and performance.” 


SELF-ESTEEM Self-esteem is an individual’s general 
feeling of self-worth. Individuals with high self-esteem 
have positive feelings about themselves, perceive them- 
selves to have strengths as well as weaknesses, and 
believe their strengths are more important than their 
weaknesses.” Individuals with low self-esteem view 
themselves negatively, and are more strongly affected by 
what other people think of them.*! Self-esteem is also 
affected by situational factors. Success tends to raise self- 
esteem, while failure lowers it. 

A person’s self-esteem affects attitudes and behav- 
iour in organizations. People with high self-esteem per- 
form better and are more satisfied with their jobs,” and 
tend to seek out higher status jobs.” A team made up of 
individuals with high self-esteem is more likely to suc- 
ceed than a team with low or average self-esteem.“ Very 
high self-esteem, however, can have negative impacts: 
People with very high self-esteem may brag inappropri- 
ately when they find themselves in stressful situations.” 
Very high self-esteem may also lead to overconfidence 
and relationship conflicts. 


NEUROTICISM Neuroticism in the context of CSE 
is the same trait as described by the Big Five and the 
HEXACO models. It describes how emotionally volatile 
someone is. People who are 
highly neurotic are emotion- 
ally reactive, and prone to 
psychological stress. They 
tend to experience a greater 
degree of unpleasant emo- 
tions like anger, and anxiety, 
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High Self-Monitors 


| - self-monitors resemble good actors who are able to 
play different roles for different audiences. They have 


strong motives to succeed in social interactions, use humor tn 
conversations, and speak first to break awkward silences. In 
addition, a recent study showed that high self-monitors are 
also likely to be social network brokers, connecting previously 
unacquainted people with each other. High self-monitors, when 
viewed by others as empathetic, can be effective at connecting 
people and building networks. 


SOURCE: A. M. Kleinbaum 
Brokerage in Social Networks: How Perceived Empathy Moderates the Self-Mc 


A. H. Jordan, and P. G. Audia, “An Altercentric Perspective on the Origins of 


science, published online February 13, 20 


and are more susceptible to feelings of helplessness.” 
Locus of control, self-efficacy, self-esteem, and neuroti- 
cism together constitute the core self-evaluations. CSE is 
a strong predictor of both job satisfaction and job perfor- 
mance, next only to g factor.” 


Self-Monitoring 


Another important personality trait is Self-monitoring., 
which is the extent to which people base their behaviour 
on cues from other people and situations. Self-monitoring 
has a huge impact on behaviour in organizational and 
social settings.** Different situations often require dif- 
ferent comportment, for instance behaviour that is 
acceptable at an office party (laughing, joking, drinking, 
and even dress codes) is often very different from what 
is acceptable in a meeting, even if the same group of 
people are involved. High self-monitors pay attention 
to what is appropriate in particular situations and to the 
behaviour of other people, and they modify their behav- 
iour to reflect what is required by the current situation. 
High self-monitors present themselves in various ways in 
an attempt to impress others and receive positive feed- 
back. Low self-monitors, in contrast, pay less attention to 
situational cues and act from internal states instead. As 
a result, low self-monitors’ behaviour is consistent across 
different situations. 

High self-monitors pay more attention to the subjec- 
tive norms of behaviour in all contexts, and because high 
self-monitors base their behaviour on cues from others and 
from the situation, they demonstrate higher levels of self- 
awareness and assess their own behaviour more accurately 
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than low-self-monitors.” According to research, high self- 
monitors are more motivated to attain high social status 
than low self-monitors, and they are more likely to be pro- 
moted as they accomplish tasks by meeting the expecta- 
tions of others and because they seek out central positions 
in social networks." They are also more likely to use self- 
promotion to make others aware of their skills and accom- 
plishments. Managers who are high self-monitors are also 
good at reading their employees’ needs and changing the 
way they interact with employees.” 

However, the high self-monitor’s behavioural vari- 
ability may not be suited for every job, and the tendency 
to portray different behaviours in different situations may 
not fit every organization.” Because high self-monitors 
adapt their behaviours based on social cues, they are 
more susceptible to groupthink and other herd mentali- 
ties. The high self-monitoring person also runs the risk 
of being seen as hypocritical or two-faced by those who 
perceive the changes in behaviour as insincerity.“ 


Positive/Negative Affect 


The final personality trait that we will discuss is positive/ 
negative affect. Individuals who focus on the positive 
aspects of themselves, other people, and the world in 
general are said to have positive affect.* In contrast, 
those who accentuate the negative in themselves, others, 
and the world are said to possess negative affect (also 
called negative affectivity). Positive affect has been 
linked to more life satisfaction and better performance 
across a variety of life and work domains.” Individuals 
with positive affect are more satisfied with their jobs, 
are more likely to help others at work and engage in 
more organizational citizenship behaviours (OCBs),” 
and have have fewer absentee days.” Individual affect 
also influences the work group; positive individual affect 
produces positive team affect, which promotes coopera- 
tion and reduces conflict.*! In this way, leader affectivity 
has the power to influence subordinate outcomes. 


Situational Variables 


Though knowledge of an individual's personality can 
provide some insights into a person's behaviour, knowl- 
edge of personality traits alone cannot predict behaviour 
in all instances. Recall that the interactional psychology 
model (Figure 3.1) requires knowledge of both person 
and situational characteristics to predict behaviour. Situ- 
ational variables/characteristics include all moderators 
of behaviour that are external to the individual, such 
as physical location, social setting, time pressures, and 


expectations, among others. 
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Different situations affect different people in dif- 
ferent ways. A given situation may seem to one individual 
as an opportunity, while another sees it as an insurmount- 
able challenge. Some situations allow for a free expres- 
sion of personality, while other situations provoke a 
narrower range of behaviour. This is known as situational 
strength. Strong situations overwhelm the effects of 
individual personalities because they exert clear pressure 
on all to act in a specific way. For example, behaviours in 
an elevator are typically very limited: When two strangers 
are in an elevator, they tend to stand as far away from one 
another as possible. They seldom make eye contact, and 
seldom speak to one another. When an elevator is full of 
strangers, the passengers typically stare straight ahead at 
the doors, or the floor buttons, and again, seldom make 
eye contact or speak to one another. This is an example of 
a strong situation where the established norms of behav- 
iour tend to overwhelm individual personality. 

Weak situations are open to many interpretations. 


They provide few cues to appropriate behaviour and no 
obvious rewards for any particular behaviour. Thus, indi- 
vidual personalities have a stronger influence in weak situ- 


ations than in strong situations. Consider an encounter at 
the park, where two extraverted strangers who happen 
to meet may smile at one another, and may exchange a 
friendly greeting, perhaps even a brief conversation about 
neutral topics like the weather. Two introverts may pass 


one another without a glance, let alone speak to one 
another. The park is an example of a weak situation, where 
individual personality is more likely to be expressed. 
Organizations have different combinations of strong 
and weak situations, and it follows that personality affects 


behaviour more in some situations than in others.” 


"PERSONALITY ASSESSMENT 
IN ORGANIZATIONS 


An accurate understanding 
of employee personality can 
assist a manager in many 
ways. Combining compat- 
ible individuals in a team, 
matching jobs to individuals, 
choosing an appropriate 
management approach for 
each employee, and under- 
standing what circumstances 
a person may find stressful 
or enticing are all factors 
that may be at least partially 


positive affect An individual's 
tendency to accentuate the positive 
aspects of themselves, other 
people, and the world in general. 


negative affect An 
individual's tendency to 
accentuate the negative aspects 
of themselves, other people, and 
the world in general. 


strong situation A 
situation that overwhelms the 
effects of individual personalities 
by providing strong cues for 
appropriate behaviour. 
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understood through personality assessment. To apply 
personality theories in organizational settings, managers 
must first formally measure members’ personalities. Pro- 
jective tests, behavioural measures, and self-report ques- 
tionnaires can all be used to measure personality. 


Common Personality Assessment Tools 


During projective tests, individuals are shown an 
ambiguous picture, abstract image, or photo and are 


asked to describe what they see or to tell a story about 
it. The rationale behind projective tests is that each indi- 
vidual responds to the stimulus in a way that reflects their 


unique personality. The Rorschach inkblot test is one of 


the most well-known projective tests used to assess per- 
sonality. Projective tests, however, have low reliability, 
which is to say that they do not provide stable and con- 


sistent results when repeated over time. The individual 


being assessed may look at the same picture and see dif- 
ferent things at different times. In addition, the assessor 
might apply her or his own biases in interpreting the 
information about the individual's personality. 
Behavioural measures of personality examine 
an individual’s behaviour in a controlled situation. 


We might assess a person's sociability, for example, by 
counting the number of times they approach strangers 
at a party. The behaviour is then scored to produce an 
index of personality. There are, of course, potential 
problems with behavioural measures of personality, 
including the observer's ability to stay focused and the 
way the observer interprets the behaviour. Additionally, 
some people behave differently when they know they are 


being observed. 


The most common method of assessing person- 
ality is the self-report questionnaire. An indi- 


projective tests A measure 
of personality that relies on an 
individual’s interpretation of an 
ambiguous or abstract image. 


behavioural measures A 
personality assessment that 
examines behaviour in a 
controlled environment. 


self-report questionnaire 
A personality assessment tool that 
analyzes an individual's responses 
to a series of questions. 


Myers-Briggs Type 
Indicator (MBTI)° 
instrument A self-report 
questionnaire personality 
assessment tool. 


vidual responds to a series 
of questions, usually in an 
agree/disagree or true/false 
format. One of the more 
widely recognized ques- 
tionnaires is the Minnesota 
Multiphasic Personality 
Inventory (MMPI), a com- 
prehensive test assessing 
a variety of traits that can 
help diagnose several neu- 
rotic or psychotic disor- 
ders. Another self-report 
NEO 
Personality Inventory, mea- 
sures the Big Five traits. 
Self-report questionnaires 


questionnaire, the 
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Each individual responds in a way that reflects their 
unique personality. 


also suffer from limited reliability: It is difficult for an 
individual to assess their own personality objectively. 
People often answer questions in terms of how they 
want to be seen rather than as they really are. 


The Myers-Briggs Type Indicator® 
Instrument 


The Myers-Briggs Type Indicator® (or MBTI®) is 
an instrument designed to formally evaluate people, and 
provide descriptive profiles of their personality types, 
which can provide insights about their individual differ- 
ences. The MBTI instrument has been used in career 
counselling, team building, conflict management, and 
understanding management styles.™ 

The MBTI® is built on research done by Carl Jung 
who proposed that the population was made up of two 
basic types—Extraverted types and Introverted types.® 
He then identified how these two basic types differ in 
their styles when gathering information and making 
decisions. Jung suggested that human similarities and 
differences could be understood by describing pref- 
erences: We prefer and therefore choose one way of 
doing things over another, but we are not exclusively 
one way or another. Rather, we have a preference for 
Extraversion or Introversion, just as we have a prefer- 
ence for right-handedness or left-handedness. Jung’s 
type theory argues that no preferences are better than 
others. Differences are to be understood, celebrated, 
and appreciated. 


THE PREFERENCES Through a series of 100 self- 
reported questions, the MBTI identifies an individual’s 
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Outgoing Practical 

Publicly expressive Specific 
Interacting Feet on the ground 
Speaks, then thinks Details 

Gregarious Concrete 


Analytical Structured 

Clarity Time oriented 

Head Decisive 

Justice Makes lists/uses them 
Rules Organized 


Quiet General 

Reserved Abstract 
Concentrating Head in the clouds 
Thinks, then speaks Possibilities 
Reflective Theoretical 


preferences in four areas of personality. The combina- 
tion of these preferences makes up an individual's psy- 
chological type. Table 3.2 shows these preferences. 

The Extraversion/Introversion (E/I) scale rep- 
resents how one prefers to direct and receive energy. 
The Extraverted type (E) is energized by interaction 
with other people and prefers to focus their energy and 
attention outward. The Introverted type (I) is energized 
by time alone and focuses energy inward on thoughts 
and introspection. Extraverted types typically have a 
wide social network, whereas Introverted types have a 
more narrow range of relationships. As articulated by 
Jung, this preference has nothing to do with social skills 
or with self-confidence. Many introverts have excel- 
Jent social skills but prefer the internal world of ideas, 
thoughts, and concepts. Jung’s theory holds that the 
Extraversion/Introversion preference reflects the most 
important distinction between individual personalities. 
Almost 52 percent of English-speaking Canadians report 
as extroverts; however, approximately 62.5 percent of 
French Canadians are extroverts.” 

The Sensing/Intuition (S/N) dimension describes 
an individual's preference in information collection. The 
Sensing type (S) prefers “real” information that is gath- 
ered directly through the five senses. The Intuitive type 
(N) prefers information coming from associations and pre- 
fers to focus on possibilities rather than on what actually 
exists.’ Sensing types prefer specific answers to questions 
and can be frustrated by vague instructions. They like tasks 
and projects that yield tangible results, and would rather 
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Subjective Flexible 

Harmony Open ended 

Heart Exploring 

Mercy Makes lists/loses them 
Circumstance Spontaneous 


use established skills than learn new ones. Intuitive types 
like solving new problems and quickly grow impatient 
with routine details. They enjoy learning new skills more 
than actually using them. They tend to think about sev- 
eral things at once and may appear absentminded. They 
like figuring out how things work just for the fun of it. Of 
English-speaking Canadians, approximately 54.5 percent 
report a preference for Sensing; however, approximately 
62.4 percent of French Canadians prefer to use their five 


senses for information gathering.* 


TheThinking/Feeling 
(T/F) preference describes 
the way we prefer to make 
decisions and come to con- 
clusions. The Thinking type 
(T) prefers to analyze situa- 
tions objectively, and makes 
decisions in a logical, impar- 
tial fashion, whereas the 
Feeling type (F) prefers to 
consider morals and motives, 
and makes decisions in a per- 
sonal, value-oriented way. 
Thinking types tend to ana- 
lyze decisions, while Feeling 
types empathize. Thinking 
types try to be impersonal, 
and tend to show less emo- 
tion and are less comfortable 
with emotional expression, 


Extraversion (E) A 
preference for interaction with 
other people. 


Introversion (1) A preference 
for spending time alone, 


Sensing (S) A preference for 
gathering information through 
the five senses. 


Intuition (N) A preference for 
gathering information through 
associations and focusing on 
what “could be” rather than what 
actually is. 


Thinking (T) A preference 
for making decisions in a logical, 
objective fashion. 


Feeling (F) A preference for 
making decisions in a personal, 
value-oriented way. 
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Vho Says Introv 


D: you have to be an extravert to be a leader? Some of the 
most influential leaders in business and politics would dis- 


agree—they’re introverts! 

Introverted leaders may succeed because of their natural 
capacity for introspection and thoughtful communication. They 
spend a lot of time listening and are more open to others’ ideas, 
collaborating with others before making important decisions. 
Rather than interacting with a great number of people, intro- 
verts form genuine, deep ties to a smaller network of people 
they can rely on. 

It's important to remember that introversion means getting 
energy from time alone. It has nothing to do with social skills; in 
fact, many of the leaders mentioned above have great social skills. 


Ta To 
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Warren Buffett, 
famous investor and 
philanthropist, CEO of 
Berkshire Hathaway 


Marissa Mayer, CEO of 
Yahoo 
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Mark Zuckerberg, 
cofounder of Facebook 


President Barack Obama Hillary Clinton, former 


Larry Page, CEO and 


cofounder of Google Secretary of State 


© CENGAGE LEARNING / SOURCE: S. Cole, “7 Famous Leaders Who Prove Introverts Can Be Wildly Successful,” Fast Company, http://www-fastcompany.com/3032028/the-future-of 
-work/7-famous-leaders-who-prove-introverts-can-be-wildly-successful, accessed June 18, 2014. 


Judging (J) A preference for 
closure and completion in making 
decisions. 


Perceiving (P) A preference 
for exploring many alternatives 
and maintaining flexibility. 
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preferring to put things into a logical, rather than emo- 
tional, framework. Feeling types base their decisions on 
how the outcome will affect the people involved. They 
are more comfortable with emotion in the workplace, 
and they enjoy pleasing people and receiving frequent 
praise and encouragement. 

Thinking/Feeling — type 
preference is the only one 
to show a consistent dif- 
ference between genders, 
with males somewhat more 
likely to show a Thinking 
preference and 
a Feeling preference. Of 


females 
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English-speaking males, 73.3 percent have a preference 
for Thinking, while English-speaking females have a 
56.4 percent preference for Feeling, (French Canadians 
share approximately the same distribution by gender.)® 
The Judging/Perceiving (J/P) dichotomy reflects 
a person's approach to the outer world. The Judging types 
(J) prefer closure. They prefer to lead planned, organized 
lives and like making decisions. Judging types love getting 
things accomplished and delight in checking off completed 
tasks on their calendars. On the other hand, Perceiving 
types (P) prefer flexible and spontaneous lives and like 
to keep options open. Perceiving types generally adopt a 
wait-and-see attitude, collecting new information instead 
of drawing conclusions. Perceiving types are curious and 
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welcome new information. They may start many projects 
without finishing them. Of English-speaking Canadians, 
595.9 percent report a preference for Judging, while 53.7 
of French-speaking Canadians report a preference for 
Perceiving.” 


THE SIXTEEN TYPES These preferences combine to 
form 16 distinct types. Keep in mind that there are no 
“good” or “bad” types; each type is simply a descriptor, 
and each has its own strengths and weaknesses that influ- 
ence preferred behaviours. For example, the EST] type 
has preferences for Extraversion, Sensing, Thinking, and 
Judging. ESTJs have a preference for interacting with 
others (E); see the world as it is (S): make decisions 
objectively (T); and like structure, schedules, and order 
(J). Combining these qualities makes them ideal man- 
agers.°' ESTJs are dependable, practical, and conscious 
of the chain of command, seeing work as a series of goals 
to be reached by following rules and regulations. They 
may have little tolerance for disorganization and have a 
high need for control. 


USES AND MISUSES OF MBTI The Myers-Briggs Type 
Indicator® instrument (MBTI®) is one of the world’s most 
popular self-report questionnaire assessment tools, used 
by more than 88 percent of Fortune 500 
companies in 115 countries around the 
world. It is estimated that two million 
people are assessed worldwide each year.” 
The Vancouver Organizing Committee for 
the 2010 Olympic Winter Games used the 
MBTI for developing team effectiveness.” 
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The question Is not 
what you look at, but 


what you see. 


considerations, employees are more significantly influ- 
enced by an organization’s culture, the work group, and 
the specific tasks assigned. 

OB researchers have also strongly criticized the idea 
that personality can be categorized into types. Recall from 
our earlier discussion that personality is normally distrib- 
uted across trait dimensions, meaning that the majority of 
people score somewhere near average, and few individuals 
score at one extreme or another. Of the 25 MBTI ques- 
tions designed to elicit E/I preference, one individual may 
respond to 13 questions as an extrovert, and 12 as an intro- 
vert. Another individual may respond to 22 questions as 
an extrovert and only 3 questions as an introvert. Both of 
these individuals would be categorized as extroverts, even 
though one is clearly more extroverted than the other. 
If the first person re-wrote the test, they may choose to 
answer just one question differently, and come away with 
12 extrovert responses, and 13 introvert responses, and 
they would then be categorized as an introvert. Because 
people typically score near the average of a given trait 
dimension, many individuals find that if they re-take the 
MBTI test, they receive a different “type” classification. 

Information from the MBTI instrument can also be 
misused in organizational settings.” Through lack of under- 
standing, or by subconscious attribution, 
supervisors may pigeonhole employees by 
their “type,” restricting the opportunities 
extended to some employees (“They won't 
want to work on this new project because 
they are Sensing”) or forcing them down a 
certain career trajectory that they may not 
want (“You need to go into sales because 


The test is widely used by organizations eee oevi you're an Extrovert.”) Other inappropriate 
for staff development workshops, team uses include labelling coworkers, claiming 
building exercises, communication skills Thoreau casalbs 36 SIRE Ce Cen 


development, leadership training, conflict 

management, in new student orientation 

sessions at some reputable universities, 

and even in educational and vocational 

counselling. By giving people an increased understanding 
of their behaviour and preferences, MBTI can help people 
increase their productivity, build relationships, and make 
life choices that suit their personal needs. 

Many supporters value type theory for its simplicity 
and accuracy, but the use of personality tests in per- 
sonnel selection is controversial. Personality tests are 
poor predictors of employee performance, accounting 
for only about 15 percent of the variation in employee 
achievement.“ This may be partially due to the fact that 
most personality tests are self-reported, but it also under- 
scores the importance of situational variables on per- 
formance. While employee personalities are important 
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with someone, and avoiding responsibility 
for one’s shortcomings. 


(> SOCIAL PERCEPTION 


Perception is another psychological process that creates 
individual differences. Our perception is the vehicle 
through which we come to understand ourselves and our 
world. No two people see the world in the exact same 
way, because “there is no truth. There is only percep- 
tion.”6" When it comes to interacting with other people, 
social perception is the 
process of interpreting 
information about another 
person (or a group) and 


social perception The 
process of interpreting 
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information about another person. 
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making inferences about them as individuals. In other 
words, it’s how we “make sense” of other people. 

People are naturally motivated to try to understand 
and predict the behaviour of those around them. We 
attempt this understanding through the four compo- 
nents of social perception: observation, attribution, inte- 
gration, and confirmation. 


Observation 


Observation includes the raw data that can be collected 
in a situation and includes information about people, 
behaviours, and situations. There are three components 
that commonly affect what we observe about others: 
characteristics of ourselves, as perceivers; characteristics 
of the target person; and characteristics of the situation 
in which the interaction takes place. Figure 3.2 models 
the observational component of social perception. 


CHARACTERISTICS OF THE PERCEIVER Several 
characteristics of the perceiver can affect social per- 
ception. This is how two individuals who interact with 
a third party can come away from the interaction with 


A MODEL FOR SOCIAL PERCEPTION 


CA eri) OF Oe parceter: 
© Fastin) Wi Lien | 


Barriers 
Selective perception 
Stereotyping 
First-impression 
error 
Projection 
Self-fulfilling 
prophecies 


Social 
perception 


Chi eeeraline o} Ino situation 


ACs! CF eb Maieton 
SA reat 1 Santer Oo 


PART 2: Individuals within Organizations 


Crmretietistics of the target 
={Syee appearance 

» Vero Communication 

* linet cues 

© (101 pe 


completely different: perceptions about that other indi- 
vidual. One such characteristic is the perceiver’s past 
experiences. Our past experiences shape our expecta- 
tions, and this can colour our expectations of others. If 
every experience an individual has with cats has led to 
them being scratched, they may have a negative view of 
all cats. This is a common basis for racism and sexism. 

The perceiver’s values and attitudes also affect 
social perception. If someone believes that pitbulls are 
vicious animals, ready to attack innocent bystanders 
without provocation, then they are likely to have a nega- 
tive attitude toward anyone they see walking a dog that 
resembles a pitbull. This attitude will likely colour their 
perception of the individual. In a similar fashion, mood 
can have a strong influence on the way we perceive 
someone.” We think differently when we are happy than 
when we are sad, or frustrated, or embarrassed. When 
in a positive mood, we form more positive impressions 
of others. When in a negative mood, we tend to evaluate 
others unfavourably. Another factor that can affect social 
perception Is the perceiver's self-concept. An individual 
with a positive self-concept tends to notice positive attri- 
butes in another person. In contrast, a negative self- 
concept can lead a perceiver 
to pick out negative traits in 
another person. 

Finally, a cognitive struc- 
ture is an individual's pattern 
of thinking. Cognitive struc- 
tures affect social perception 
because they affect what we 
notice and remember about 
others. Some people tend 
to perceive physical traits, 
such as height, weight, and 
appearance, more readily (“I 
never forget a face”). Others 
focus on central traits, or 
personality dispositions. 


CHARACTERISTICS OF 
THE TARGET As 
beings, humans are very good 
at observing physical traits 
in others (even if it occurs 


social 


subconsciously), and most 
people are able to accurately 
interpret emotions and atti- 
tudes from nonverbal behav- 
iours such as body language, 


tone of voice, and facial 
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Several characteristics of the perceiver can affect 
social perception. 


expressions. Characteristics of the target (the person 
being perceived) understandably influence social percep- 
tion. Physical appearance plays a large role in our percep- 
tion of others. The perceiver will notice physical features 
such as height, weight, estimated age, race, and gender. 
Physical attractiveness often colours our entire impression 
of another person. Interviewers rate attractive candidates 
more favourably and award them higher starting salaries.” 
Whether male or female, attractive people are judged 
more positively in terms of their occupational, academic, 
and interpersonal competence. 

Verbal communication affects our perception of a 
target: We listen to the topics they discuss, their voice 
tone, and their accent and make judgments based on 
this input. Similarly, nonverbal communication conveys 
a great deal of information about the target. Eye contact, 
facial expressions, body movements, and posture all are 
deciphered by the perceiver in an attempt to form an 
impression of the target. 

The perceived intentions of the target also affect 
perception. If someone stops you on the street, your 
original perception may be that they are trying to sell 
you something, and your initial reaction may be nega- 
tive; however, if that person says “you dropped your 
wallet” and gives it back to you, your perception of them 
is instantly changed. 

Perceivers tend to notice characteristics that contrast 
with the norm, those that are intense, new, or unusual.” 
A loud person, one who dresses outlandishly, a very tall 
person, or a hyperactive child will be noticed because they 
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stand out and draw attention to themselves. Novel individ- 
uals, like newcomers or minorities, also attract attention. 


CHARACTERISTICS OF THE SITUATION The situa- 
tion in which the interaction between the perceiver and 
the target takes place also influences perception. The 
physical context, as well as the social context of the inter- 
action, is a major influence. Meeting a professor in their 
office for a scheduled appointment affects your impres- 
sion of the subsequent interaction differently than a 
chance meeting in a local restaurant would.” 

The strength of situational cues also affects social 
perception, As we discussed earlier in the chapter, 
some situations overwhelm the effects of individual 
personalities because they exert clear pressure on all 
to act in a specific way. In these situations, we assume 
that the individual's behaviour is explained by the situ- 
ation, and not by the individual’s disposition. This is the 
discounting principle in social perception.“ For 
example, if you encountered an automobile salesperson 
who had a warm and personable manner, asked about 
your work and hobbies, and seemed genuinely interested 
in your taste in cars, you probably wouldn't assume that 
this behaviour reflects their true personality. You would 
reason that this person is trying to sell you a car, and they 
probably treat all customers in this manner. 


Attribution 


After observing someone, their behaviours, and situational 
contexts, individuals use the information collected to 
attempt to explain and understand others’ behavior. This is 
known as attribution. Human beings are innately curious. 
We want to know why people behave the way they do. 
We also seek to understand and explain our own behav- 
iour. Attribution theory explains how we pinpoint the 
causes of our own behaviour and that of other people.” 


INTERNAL AND EXTERNAL ATTRIBUTIONS When 
seeking to assign the cause of behaviour, individuals may 
attribute the behaviour to internal characteristics (some- 
thing within the individual’ control) or an external (or situ- 
ational) source (something outside the individual's control), 
[f an individual performs well on an exam, they might say 
that it was because they are 
smart or because they studied 
hard: this internal attribution 
credits ability or effort. Alter- 
natively, they might make an 
extemal attribution for their 
performance by saying the 
test was easy or that they had 


good luck. 


behaviour is accounted for by 


attribution theory The 
process used by individuals to 


behaviour and that of others. 
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discounting principle The 
assumption that an individual's 


situational factors, not personality. 


explain the causes of their own 


er) 


distinctiveness An 
informational cue indicating the 
degree to which an individual 
behaves the same way in other 
situations. 


Attribution patterns differ among individuals,” and 
attribution theory has important implications for behav- 
iour because the way individuals explain their own behav- 
iour affects their motivation, while the way an individual 
explains someone else’s behaviour affects their percep- 
tion of that person. While some individuals attribute 
their failures to lack of effort (which motivates them to 
try harder next time), others attribute their failures to 
lack of ability, and they may develop feelings of incom- 
petence (or even depression) as a result.” Women man- 
agers are less likely to attribute their success to their own 
ability. This may be because they are adhering to social 
norms that compel women to be modest or because they 
believe that success has more do to with hard work than 
ability.” 


KELLEY’S COVARIATION MODEL (AN ATTRIBUTION 
THEORY) According to attribution theory, people make 
attributions (inferences) concerning others’ behaviour 
and performance,” but these attributions are not always 
accurate. In organizations, attribution theory impacts 
not only our perception of others, but also our assess- 
ments of their performance and attitudes. Supervisors 
and employees who share perceptions and attitudes 
tend to evaluate each other highly.*° Supervisors and 
employees who do not share perceptions and attitudes 
are more likely to blame each other for performance 
problems. Kelley's covariation model is the best-known 
attribution theory and was developed to assess whether 
an action should be attributed to an individual charac- 
teristic (internal attribution), or an environmental factor 
(external attribution). The term covariation simply 
means that a person has multiple observations and can 
see how behaviours are correlated with their causes. 
Kelley proposed that 


the same situation behave the same way. For instance, 
in one peer has a glass of wine with lunch, but the other 
does not, the consensus is low. If both have wine, con- 
sensus is high. Distinctiveness is the degree to which 
the person behaves the same way in similar situations (or 
how novel is the behaviour?) For instance, if an individual 
has wine with lunch only when meeting with friends, the 
distinctiveness is high (it is a novel situation). If they 
have wine often, at lunch and dinner, the distinctiveness 
is low (it is acommon occurrence). Consistency refers 
to the frequency of a particular behaviour over time. For 
instance, if an individual always orders wine when out 
for lunch with friends, the behaviour is consistent. If the 
wine at lunch was to celebrate an occasion, and is not a 
typical event, then consistency is low. 

We form attributions based on whether these cues 
are low or high. Figure 3.3 shows how the combination 
of these cues fosters internal or external attributions. 
Suppose you have received several complaints from cus- 
tomers regarding one of your customer service repre- 
sentatives, John. You have not received complaints about 
your other service representatives (low consensus). 
Reviewing John’s records, you find that he also received 
customer complaints during his previous job as a sales 
clerk (low distinctiveness). The complaints have been 
coming in steadily for three months (high consistency). 
In this case, you would most likely make an internal attri- 
bution and conclude that the complaints must stem from 
John’s behaviour. The combination of low consensus, low 
distinctiveness, and high consistency suggests internal 
attributions. 

Other combinations of these cues, however, produce 
external attributions. High consensus, high distinctive- 
ness, and low consistency, for example, produce external 


individuals make  attribu- ‘ ae 
tions based on three kinds of KELLEY 'S ATTRIBUTION MODEL 


“evidence”®!: Consensus is 
the extent to which peers in 


consensus An informational 
cue indicating the extent to 
which peers in the same situation 
behave in a similar fashion. 


Individual behaviour 


consistency An informational 
cue indicating the frequency of 
behaviour over time. 
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attributions. Suppose one of your 
employees, Maya is performing poorly 
on collecting overdue accounts. You 
find that the behaviour is widespread 
within your work team (high consensus) 
and that Maya is performing poorly only 
on this aspect of the job (high distinc- 
tiveness), and that most of the time she 
handles this aspect of the job well (low 
consistency). You will probably decide 
that something about the work situation 
caused the poor performance. 


Integration and Confirmation 


Integration is the process of forming impressions about 
others.*2 Once we have observed the person, their behav- 
iours, and the situational context, and have attributed 
those behaviours to internal or external factors, we begin 
to form automatic impressions of that individual. These 
impressions are often subconscious. Once impressions 
are made, confirmation describes the ongoing efforts to 
integrate new information into the impression that we 
have already made. 


|) BIAS AND BARRIERS 
TO SOCIAL PERCEPTION 


Humans integrate their observations and_ attribu- 


tions about others’ behaviour very quickly. All of 


our opinions and beliefs about others are processed 
through what is called our perceptual screen, or 
our frame of reference, which is the psychological 
process that evaluates all input that we receive. On 
average, it takes people just 30 seconds to make an 
assessment about someone’s personality and intelli- 
gence, and significantly less time (only 1/10th of a 
second!) to make inferences about attractiveness, like- 
ability, trustworthiness, and competence.” In order 
to process large amounts of information very (very!) 
quickly, our perceptual screens often use informa- 
tion-processing “rules of thumb,” or mental shortcuts 
called heuristics. These heuristics often result in 
cognitive biases, which are mistakes in reasoning, 
evaluating, and remembering as a result of holding on 
to one’s preferences and beliefs, sometimes even in 
light of contrary information. These biases create bar- 
riers, which prevent us from perceiving others accu- 
rately. People are often not aware of their bias, which 
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as 


Stupidity and 
unconscious bias 
often work more 

damage than venality. 


—Bertrand Russel 
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is known as an implicit bias, and these 
biases influence our beliefs and opin- 
ions without our realizing. 

Individuals like to believe that they 
are good judges of character, and that the 
decisions they make about the world are 
the result of objective and logical thinking, 
where all information is observed and 
properly evaluated. But researchers have 
catalogued and researched hundreds of 
cognitive biases that affect all aspects 
of our perception. Some of the more 
common cognitive biases in each com- 
ponent of social perception will be dis- 


cussed, but remember, when making judgements about 
others, “there is no reality. There is only perception.” 


Biases in Observation 


Selective perception is a cognitive bias where individ- 
uals have a tendency to prefer information that supports 


their viewpoints and often ignore or reject information 
that threatens those viewpoints. Information that is dif- 
ficult or unpleasant to believe is automatically filtered 
and rejected. Proponents of homeopathic treatment for 
illness rely on anecdotal reports of treatment and reject 
scientific studies proving their ineffectiveness, often 
reacting angrily when others insist that homeopathy 


is chicanery. 


Stereotypes are another bias that affect what we 
observe by affecting what we expect to observe. A 


stereotype is generaliza- 
tion about a group of people. 
Stereotypes reduce infor- 
mation about other people 
to a workable level, so that 
it can be compiled effi- 
ciently. Stereotypes become 
even stronger when they are 
shared with and validated 
by others.*’ Not all stereo- 
types are negative: Women 
are stereotypically seen as 
more warm and nurturing, 
Asians are often stereotyped 
as being better at math. 
Even when positive, how- 
ever, inaccurate stereotypes 
can be harmful because they 
generate false impressions 
that may never be tested 
or changed.” 
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. 
perceptual screen The 


psychological process that 
evaluates all input. 


heuristic Mental shortcuts, or 
information-processing “rules of 
thumb” to reduce information to 
manageable levels. 


cognitive bias Mistakes 
in reasoning, evaluating, and 
remembering as a result of 
holding on to one’s preferences 
and beliefs. 


implicit bias Biases that are 
subconscious or unrecognized. 


selective perception The 
process of selecting information 
that supports one’s viewpoints 
while discounting information 
that threatens those views. 


stereotype A generalization 
about a group of people, 
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Is “Bossy” a Negative Stereotype for Women? 


De) 


trong, powerful women often get stereotyped as bossy, and 
Se seldom a compliment. Strong, assertive men, in contrast, 
are referred to as powerful or decisive. Sheryl Sandberg, COO of 
Facebook, teamed with former Secretary of State Condoleezza 
Rice and Girl Scouts’ CEO Anna Maria Chavez to launch “Ban 
Bossy” (www.banbossy.com) to combat the stereotype by ban- 
ning the word. The idea is that girls often don’t want to lead 
because they don’t want to be disliked and called bossy— 
meaning too aggressive, ambitious, and political and overstep- 
ping bounds. Many women joined the campaign, including 


Beyoncé, who said in her TV ad for the campaign, “I’m not bossy. 
I'm the boss.” 

The campaign has generated controversy, with some 
women arguing that rather than banning the “bossy” word, 
women should reclaim it by not worrying about being labelled 
as such, and by being confidently assertive. 

All parties would probably agree that the stereotype exists. 
The key for both sexes lies in being assertive and strong while 
still being respectful. Neither sex fares well as leaders when seen 
as abrasive. 


SOURCES: A. Fisher, “How Women Can Respond to That Other B-Word: Bossy,” Fortune, http://fortune.com/2014/04/24/how-women-can-respond-to-that-other-b-word-bossy/, 


accessed April 20, 2014; J. Humphrey, 
the-end-of-bitchy-addressing-stereotypes-of-women-at-work, accessed June 2, 2018. 
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Biases in Attribution 


The attribution process is most commonly affected by 
two errors: the fundamental attribution error and the 
self-serving bias. People are more likely to attribute 
others’ behaviours to dispositional (internal) causes while 
ignoring potential situational causes. This is known as 
the fundamental attribution error.’ This means 
that we tend to blame people for their problems, even 
when the situation is the actual culprit, and we may credit 
people for their successes even when they did nothing to 
truly deserve it. For example, if you see someone fall on 
the stairs ahead of you, you are likely to assume that the 
person is clumsy or was not watching carefully (an internal 
attribution), whereas when the same thing happens to 
you, you may look for something on the stair that tripped 
you like a puddle or loose tread (an external attribution). 
Looking for external reasons for others’ behaviours is 
complex and difficult because of limited information, so 
it is much faster and easier to assume internal causation. 

However, when evaluating one’s own behaviours, 
individuals tend to make internal attributions for their 
own successes and external attributions for their own 
failures.” This is known as self-serving bias. In other 
words, when we succeed, we take credit for it; when we 
fail. we blame the situation. 

There are cultural differences in these two attribu- 
tion errors. In fatalistic cultures, such as India’s, people 
tend to believe that fate is responsible for much that hap- 
pens. People in such cultures tend to emphasize external 
causes of behaviour.”! In China, people are taught that 
hard work is the route to accomplishment. When faced 
with either a success or a failure, Chinese individuals 
first introspect about whether they tried hard enough or 
whether their attitude was correct. In analyzing a cause, 
they first look to their own effort.” 

Projection, also known as the false-consensus eftect, 
is the misperception of the commonness of our own 
beliefs, values, and behaviours that leads us to overestimate 
the number of others who share them. We assume that 
others are similar to us, and that our own values and beliefs 
are appropriate. People who are different are viewed as 
unusual and even deviant. Projection occurs most often 
when you surround yourself with others similar to you.” 


Biases in Integration and Confirmation 


First impressions are lasting impressions, so the saying 
goes. We tend to remember what we perceive first about 
a person, and sometimes we are quite reluctant to change 
our initial impressions.” First-impression error 


occurs when we observe a very brief bit of a person's 
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behaviour in our first encounter and infer that this 
behaviour reflects what the person is really like. First- 
impression errors are especially common in interviews, 
given that individuals are specifically attempting to 
create a positive first impression. These impressions, 
however, may be the basis for long-term employment 
relationships. Something seemingly as unimportant as a 
handshake can leave a lasting impression. Despite all the 
relevant information that emerges in an interview fol- 
lowing the initial handshake, the firmness of that hand- 
shake is significantly related to interview ratings.” 

The halo effect occurs when one aspect of a 
person is viewed positively, resulting in all aspects of that 
person being assumed positive. Physical attractiveness 
produces a strong halo effect on perceived personality 
characteristics. Attractive individuals are often assumed 
to be successful, warm, kind, sensitive, poised, sociable, 
outgoing, and intelligent. Research shows that we treat 
attractive people better than unattractive people, giving 
them more attention, rewards, cooperation, and help,*° 
and this is true of not only attractive strangers but also 
people with whom we are familiar. Is it a surprise that 
attractive people are healthier, more confident, and have 
better social skills???’ The 
opposite effect is known as 
the horn effect (as in devil’s 
horns); when an observer 
dislikes one aspect of an 
individual, they will tend to 
view all aspects of that indi- 


behaviour. 


self-serving bias The 


vidual more negatively. 

The recency effect is 
the opposite of a first impres- 
sion error in that it describes 
the tendency to weigh recent 
events more heavily than ear- 


our own beliefs, values, and 
behaviours. 


fundamental attribution 
error The tendency to make 
attributions to internal causes 
when focusing on someone else's 


tendency to attribute one’s own 
successes to internal causes and 
one’s failures to external causes. 


projection Overestimating 
the number of people who share 


lier events. Many employees 
take advantage of the recency 
effect by increasing their 
effort right before their 
annual appraisal, guessing, 
correctly, that the supervisor 
is more likely to be influenced 
by recent performance than 
errors made months ago. 
Another perceptual bias 
is known as the contrast 
effect, which is the ten- 
dency to diminish or enhance 
the measure of one target 
through comparison with 


first-impression error The 
tendency to form lasting opinions 
about an individual based on 
initial perceptions. 


halo effect When one aspect 
of a person is viewed positively, 
resulting in all aspects of that 
person being assumed positive. 


recency effect The tendency 
to weigh recent events more than 
earlier events. 


contrast effect The 
tendency to diminish or enhance 
the measure of one target 
through comparison with another 
recently observed target. 
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self-fulfilling prophecy 
The situation in which our 
expectations about people affect 
our interaction with them in such 
a way that our expectations are 
fulfilled. 


impression management 
The process by which individuals 
try to control the impressions 
others have of them. 
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another recently observed target. This occurs because 
humans typically use comparisons to place things and 
people in context. Someone who is 6'1" standing beside 
someone who is 7'0" would be seen as short, but the same 
person, beside someone who is 5'4" would be seen as tall. 

Self-fulfilling prophecies (also called the Pyg- 
malion effect) are another way that our biases interfere 
with social perception. Sometimes our expectations affect 
the way we interact with others such that we get what 
we expect. Early studies of self-fulfilling prophecy were 
conducted in elementary school classrooms. Teachers 
were given bogus information that some of their pupils 
had high intellectual potential. These pupils were chosen 
randomly; there were really no differences among the 
students. Eight months later, the “gifted” pupils scored 
significantly higher on an IQ test. The teachers’ expecta- 
tions had elicited growth from these students, and the 
teachers had given them tougher assignments and more 
feedback on their performance.” 


(> IMPRESSION MANAGEMENT 


Most people want to make favourable impressions on 
others. This is particularly true in organizations where 
individuals compete for jobs, favourable performance 


evaluations, and salary increases. The process by which 
individuals try to influence the impressions others 
have of them is called impression management.” 
Though impression management often has nega- 
tive connotations, individuals engage in impression 
management in most social interactions. People use 
impression management to influence others based on 
how they want to be perceived: A person’s authentic 
persona reflects the way they actually see themselves, 
and impression management in this style is used with 
true friends and family; the ideal persona is a reflection 
of how the individual wishes they were, and impres- 
sion management in this style may be used on job 
interviews, and early in relationships in order to make 
a good impression; and the 
tactical persona is typically 
used to achieve a certain 
goal by manipulating others. 
Impression management by 
the tactical persona is more 
scheming, disingenuous, 
and more obviously seen as 
false. Impression manage- 
ment is sometimes referred 
to as self-presentation. 
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either “faking good” (giving the best impression) or “faking bad" 
(giving an undesirable impression) using sophisticated brain 
imaging technology. Faking bad activates distinct regions of 
the brain and takes longer, whereas faking good happens more 
quickly and doesn’t show as much patterned brain activity. This 
indicates that faking good may be so well practised that it’s the 


“Faking Good" Is 
Our Default Mode 
of Impression 


Management 
sony have examined the 


brains of people engaged in 


default form of impression management. 


SOURCE: T. F, 0: Farrow, J. Burgess, |. D. Wilkinson, and M. D. Hunter, “Neural Correlates of Self-Deception and 
Impression Management,” Neuropsychologia 67 (2015): 159-174. 


There are several methods of impression manage- 
ment, including self-disclosure, managing appearances, 
ingratiation, aligning actions, and altercasting. Self- 
disclosure involves conveying information about oneself 
and one’s achievements to establish one’s identity. People 
are typically happy to share certain details about them- 
selves with others in order to establish themselves as being 
“worthy” of knowing. Details about one’s work or other 
achievements are often conveyed to others, while details 
about accidents or mistakes are typically not conveyed. 

Managing appearances involves controlling one’s out- 
ward appearance by dressing a certain way, or behaving 
like others within the group in order to fit in. This is a 
style of impression management that virtually everyone 
engages in. Students keeping up with fashion trends are 
managing appearances, and business people who develop 
firm handshakes are also managing appearances. _ 

Ingratiation is a method of impression management 
that is often seen as manipulative. Ingratiation means to 
make oneself more likeable to one’s target, often by con- 
forming to the expectations or opinions of that target. 
Saying that you love foreign films, when you really don't, 
because your target expressed an interest is ingratiating, 
as is using excessive praise or flattery. Ingratiation can 
also involve doing favours for someone, like bringing 
them coffee and donuts. 

Aligning actions occurs when an individual attempts 
to present questionable behaviours in a more favourable 
light. Individuals who are attempting to align actions 
may laugh off an offensive comment as a joke, or may 
use excuses for why their behaviour is the way it is; for 
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instance, missing a deadline would be blamed on an ill- 
ness, rather than as a result of poor time management. 
Finally, altercasting consists of imposing a different 
(alter) identity, and the corresponding set of expectations 
on to another. In altercasting, the impression manager 
casts the other person in a role, before making a request. 
Altercasting can be obvious “You're such a great writer, 
and you're always so helpful; would you mind editing my 
paper?” or it can be more subtle, such as when someone 
acts needy, other people tend to become more giving. 


STUDY 
TOOLS 


IN THE BOOK YOU CAN... 


LJ Rip out the Chapter Review card at the end of the book 
to review Key Concepts and Key Terms. 


LJ Take a What about You? Quiz related to material in the chapter. 


L] Read additional cases in the Mini Case and Shopify Running 
Case sections. 


WHAT ABOUT YOU? 


Altercasting is an effective persuasion tool, but if not 
used effectively, altercasting can be seen as manipulative 
and deceptive.! 

Research results indicate that job candidates who 
engage in impression management techniques perform 
better in interviews, are more likely to be hired, and are 
rated more favourably in performance appraisals than 
those who do not.!°! However, research also shows that 
there is no link between the use of those impression man- 


agement techniques and actual performance on the job.'”” 


ONLINE YOU CAN ... NELSON.COM/STUDENT 


L] Take a What about You? Quiz related to material in the 
chapter. 


L) Test your understanding with a quick Multiple-Choice 
Pre-Test quiz. 


L] Read the eBook, which includes discussion points for 
questions posed in the Cases, 


L] Watch Videos related to chapter content. 


L] Use the available Flashcards and Matching Quizzes to test 
your understanding of key terms and concepts. 


L] See how much you've learned by taking a Post-Test. 


Are You a High or Low Self-Monitor? 


For the following items, circle T (true) if the statement is charac- 
teristic of your behaviour. Circle F (false) if the statement does 
not reflect your behaviour. 

. | find it hard to imitate the behaviour of other people. T F 


. At parties and social gatherings, | do not attempt to do or 
say things that others will like. T F 


. [can argue only for ideas that | already believe. T F 


. [can make impromptu speeches even on topics about 
which | have almost no information. T F 


. | guess | put on a show to impress or entertain others. T F 


. [would probably make a good actor. T F 

. Inagroup of people, | am rarely the centre of 
attention. T F 

. Indifferent situations and with different people, | often 
act like very different persons. T F 
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9. | am not particularly good at making other people 
like me. T F 


10. | am not always the person | appear to be. T F 


11. | would not change my opinions (or the way | do things) in 
order to please others or win their favour. T F 


12. | have considered being an entertainer. T F 


13. | have never been good at games like charades or at 
improvisational acting. T F 


14. | have trouble changing my behaviour to suit different 
people and different situations. T F 


15. Ata party, | let others keep the jokes and stories going. T F 


16. | feel a bit awkward in company and do not show up quite 
as well as | should. T F 

17. | can look anyone in the eye and tell a lie with a straight 
face (if it is for a good cause). T F 
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18. | may deceive people by being friendly when | really 
dislike them. T F 


Scoring 


To score this questionnaire, give yourself 1 point for each of the 
following items that you answered T (true): 4, 5, 6, 8, 10, 12, 17, 


MINI CASE 


ost Canadians think that our country is more racially sensi- 
Mi. and inclusive than that of the Unites States. But some 
academics and journalists argue that Canada’s race problem is 
far worse than that of the United States; it’s just less visible. 


Canada’s Aboriginal populations include First Nations, Inuit, and 
Métis peoples, and account for almost 1.5 million Canadians, 
almost 50 percent of whom are under the age of 18. When com- 
paring Aboriginal statistics in Canada to African-American statistics 
in the United States, a disturbing pattern becomes immediately 
apparent: In almost every category, Canada's Aboriginal popula- 
tions suffer more adversity than the African American population 
in the United States. Unemployment rates are significantly higher; 
median income is lower; homicide rates are significantly higher; 
infant mortality rates are significantly higher; life expectancy is 
lower; high school dropout rates are significantly higher. 


Despite comprising just over 4 percent of Canada’s total 
population, more than 23 percent of the inmate populations in 
federal institutions are Aboriginal. The prime minister con- 
vened an inquiry into missing Aboriginal women to examine 
the systemic causes of all forms of violence against Indigenous 
women and girls because Aboriginal women in Canada are 
five times more likely to be murdered than non-Aboriginals. 
The National Inquiry into Missing and Murdered Indigenous 
Women and Girls explains, “We are exposing hard truths about 
the devastating impacts of colonization, racism and sexism— 
aspects of Canada that many Canadians are reluctant to accept.” 


But when Canadians are asked for their views on Aboriginal 
issues, many reply with derisive condemnations about gov- 
ernance problems on the reserves. They point to examples of 
Band administrators who blatantly defraud their own people, 
or they angrily reference tax exemptions and other financial aid 
programs that Aboriginal people are able to claim. Still others 
point to the perception of apathy among the Aboriginal people 
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and 18. Now give yourself 1 point for each of the following items 
that you answered F (false): 1, 2, 3, 7, 9, 11, 13, 14, 15, and 16. 
Add both subtotals to find your overall score. If you scored 11 or 
above, you are probably a high self-monitor. !f you scored 10 or 
under, you are probably a /ow self-monitor. 


SOURCE: From Public Appearances, Private Realities: The Psychology of Self-Monitoring by M. Snyder. Used with 
permission by M. Snyder, 


themselves, who appear unwilling to make the drastic changes 
needed to overhaul their whole system of governance. 


Almost 50 percent of First Nations members live on remote 
reserves, nowhere near urban centres. In the Greater Toronto 
Area, not even 1 percent of the population comprises Aborig- 
inal people, but the province of Manitoba reports 17 percent 
Aboriginal populations. In 2014, Winnipeg recorded the highest 
proportion of racist tweets of Canadian cities. In Manitoba and 
Saskatchewan, 1 in 3 residents believes that “racial stereotypes 
are accurate” and 52 percent of residents agree that Aboriginal 
economic problems are “mainly their fault” (only 36 percent of 
all Canadians feel this way.) 


Robert Falcon-Ouellette is trying to change perceptions. Falcon- 
Ouellette is of Cree heritage, and is the director of the University 

of Manitoba's Aboriginal focus programs. He has his Ph.D. and two 
masters’ degrees, and served in Canada’s armed forces for 18 years. 
But when Falcon-Ouellette ran for mayor of Winnipeg in 2014, citi- 
zens wouldn't even shake his hand. He was told, “You Indians are 
the problem with the city. You're all lazy. You're drunks. The social 
problems we have in the city are all related to you.” But Falcon- 
Ouellette persevered. In 2015 he was elected by a landslide to 
represent his Winnipeg riding in the Canadian House of Commons. 


Apply Your Understanding 


1. How could it be possible for most Canadians to believe 
that there is no race problem in Canada, even when con- 
fronted with the appalling statistics described in this case? 


2. How can Robert Falcon-Ouellette use the integration 
and confirmation aspects of social perception to change 
people's views on Aboriginal people? 


3. How can Robert Falcon-Quellette use the techniques of 
impression management to his benefit? 
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Tobias Lutke is an it 


1 


RUNNING CASE 


BUILDING THE COMPANY 


ytrovert. Though he manages an organi- 


Zation of more than 600,000 merchants, whose gross mer- 


chandise volume excee 


ceeded $55 billion in 2017, Lutke prefers 


to stay out of the spotlight. Though he owns a Tesla, he typi- 
cally rides his bike to work, and he insists that employees call 
him Tobi. After meeting the successful entrepreneur, many 
describe S| ing and humble. 

As a child gro sermany, LUtke was given a com- 


puter when he | 


he was re 


years old. By the time he was 12, 

reating new games. He would 

ware, get new parts, and 

do tne minimum necessary 
as much time as 

parents grew so con- 

t hey feared Lutke might have 


er Grade tke entered an appren- 
lamiecicl yreciate that the company 
lave nputer language that Lutke 
ted to sell snowboards 


Dla tfform that met with nis 


of his own. Even as 


that the platform he 
others who were trying to 

ommerce market. Lutke 
n began creating 


was bad at every- 


SHOPIFY 


But Lutke persevered, and as the company grew, he put the 
same amount of effort into finding his team as he did into 
developing his product. Although investors suggested he 
move to Silicon Valley, he remained in Ottawa, explaining 
that Canadians were the smartest people he'd met anywhere 
in the world. Lutke focused on developing a culture-driven 
organization to ensure that employees stayed happy and 
engaged, and one of Shopify’s keys for maintaining that cul- 
ture is that Lutke adamantly rejects the use of “personas” in 
the workplace, saying “I have serious, serious problems with 
personas [and] with unauthentic individuals.” 


Shopify employees acknowledge that Ltitke is very difficult 
to work for. His expectations are very high, and his feedback 
is brutally honest and direct. Despite all this, LUtke is very 
good at reading people and getting the most out of them. 
He's even working on his feedback skills, if only because 
upsetting people makes things “less efficient.” 
SOURCE: Trevor Cole, Our CEO of the Year You Probably Haven't Heard of” ROB, 
4 ww.theglobeandmail.com/report-on 


ed from https 
neet-our-ceo-of-the-year/article21 734931, September 28, 


Niavambar 
N NOEF z 


-business/rob-magaz 


Z2U16 


Apply Your Understanding 
1. Briefly assess LUtke’s personality using the Big Five 
model. 
2. How does Tobias LUtke rate on self-monitoring? 


Would you say that Lutke has an internal or an external 
locus of control? 
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Emotions, 
Attitudes, 
and Ethics 


LEARNING OUTCOMES 


After reading this chapter, you should be able to do the following: 


Discuss the definition and importance of emotions. Describe how characteristics of the source, target, and 


ee : message affect persuasion. 
Explain the ABC model of an attitude. 


; ; Describe the consequences of individual and organizational 
Describe how attitudes are formed. ethical behaviour, 
Identify the sources and consequences of work attitudes. Identify the factors that affect ethical behaviour. 


See the end of this chapter for a list of available Study Tools, 
( a “What about You?” Quiz, Mini Case, and the Shopify Running Case. 


In continuing our examination of individual differences, 
this chapter examines the effects of emotion and atti- 
tudes on behaviour. How attitudes are formed, and how 
they are changed can have significant impacts on what 
people believe and what they do, and this is especially 


important when we consider how our attitudes impact 
ethical behaviours. 


feeling (as opposed to reasoning) typi- 


cally directed at a specific object or 


46 
Your intellect may be 
confused, but your 


emotions will never 


most significantly, emotions tend to be less controlled 
than other psychological states, affecting virtually all 
aspects of cognition. When we are happy, everything 
we experience adds to our happiness, but when we are 
frustrated, all that we experience contributes to our 
frustration. 

Traditional management theories held that emo- 
tions were “bad” for rational decision making. However, 
recent research has proven that emotions and cogni- 
tions are intertwined and that both are normal parts of 
human functioning and decision making. When orga- 
nizational events are positive and goals are being met, 
people experience positive emotions and are inspired to 

perform more organizational citizenship 
behaviours.’ P ce 


nisms.” People who experience positive 
emotions tend to do so repeatedly and to 
be more creative.° Overall, people who 
experience positive emotions are more 


lie to you. successful across a variety of life domains 
uals differ in their capacity to experience —Robert Ebert = nee pone lie satistacions a, 
both positive emotions (e.g., happiness, prensa sb! - a 
pride) and negative emotions (e.g., anger, 99 4 
fear, guilt).° 


ing: Pofeder ae experiences 
chegue ane one’s iowa are often remembered 
due to their associated emotional context, whether it 
be joy and pleasure, or sorrow and pain. Emotional 
stimuli can affect attention, and this is especially true 
for fear-based stimuli: It’s not a coincidence that the 
person who is afraid of spiders is the one who notices 
the spider in a corner of the room.’ Emotion also has 
a powerful influence over reason, and contributes to 


se of 


belief formation. 


Emotions are unique psychological experiences in 
several different ways.’ Some emotions are displayed 
in universally similar ES ose of aoe aa cul- 


tural background. 


> Emotions are also 
seemingly stronger than our intentions, and they are 
often unable to be assuaged by reason. We can logi- 
cally tell ourselves not to be sad or jealous when we 
don’t get what we want, or not to be afraid of a little 
snake, but it seldom works because emotions often 
overpower rational thought. F inally, and perhaps 
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h.!° Negative emotions can 
get in the way of good decisions; for example, anger 
reactions can lead negotiators to reject offers that are in 
their best interests." 


Emotional Labour 


Anyone who has worked in a customer service role 
of any kind knows that maintaining one’s composure 
while dealing with rude or eine ley customers is 
SACS and SecosUlE The effort needec 


your em¢ n order to perfo ob effectivel 
is Sei HaHISROTAL reat 2 ai ere can require 
intellectual, physical and emotional resources, as well 
as time. Emotional iabour is a part of all human inter- 
actions and relationships, and the emotional eso 
poe! in many Ses can wus BES -olice 


emotions Mental states 
that typically include feelings, 
physiological changes, and the 
inclination to act. 


to manage emotions in order to 
perform one’s job effectively. 


The degree of an indi- 
labour 


vidual’s emotional 
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emotional labour The need 


(how much effort is needed to manage emotions) is 
directly related to emotional dissonance, which 
refers to the contradiction between the emotions that _ 
are experienced a Bt a . 


Emotional dis ater whe emot 
displayed ar antly “different nent felt. 
Bee typically handle emotional labour by “acting a 
ee SETS can use oe surface acting, or deep 
face acting, the individual is trying to mask 
ret 1ot changed their shaliggs 
otal “e a ety i feel more stressed! 
and are more likely to appear insincere because their 
true feelings can Heels out. In deep acting, individuals _ 
deal with thes a ¢ 


attempting to Nange te 


emotions with the required emotions. As a meats ney 
feel less stress and are more effective in handling the 
situation. For example, some airlines have trained their 
service staff to handle difficult flyers by approaching 
them from the assumption that the customer's inappro- 
priate behaviour is related to a fear of flying rather than 
an abusive personality.’ 

People vary in their ability to handle emotional 
labour and employers can do much to help them. 


First, if the demands of the Bey are made clear before 


emotional dissonance 
Conflict between what a person 
feels and what the person is 


expected to express. 

emotional intelligence required. Upon 
The ability to understand and hiring, employers can train 
manage of emotions in oneself employees in techniques 
and others. 


both for managing their own 


emotions and for dealing with the emotions of others, for 
example, through role plays. By recognizing and under- 
standing the inevitable stresses of dealing with emotional 
labour on an ase Bee gpbiovers can Hee oper 


Emotional Intelligence 


It has long been theorized that “people skills” (other- 
wise known as “soft” skills) can make a significant dif- 
ference in how well someone is able to interact with 
others. This longstanding theory has been formally 
recognized by the research on emotional inteimeance: 
Emotional intelligence (El) er aay 


encompasses four separate abilities: (1) pe ing 
tions: (2) using emotions; (3) understanding emotions. 
and (4) managing emotions. Individuals who have high 
EI can also manage and adapt their emotions to their 
environments to better achieve their goals. Emotional 
intelligence is sometimes referred to as emotional quo- 
tient (EQ, as a play on intelligence quotient, or IQ), and 
has been shown to influence job performance above and 
beyond general mental ability and personality factors, 
particularly in jobs requiring high emotional labour."” 


Emotional Display Rules 


Part of emotional intelligence is awareness of others’ 
emotions, but skill in recognizing others’ emotions is 
complicated by the fact that those emotions are not 


oogle uses its Search Inside Yourself Leadership Institute 

(SIYLI) to train leaders in mindfulness practices and emo- 
tional intelligence skills. Based on studies of neuroscience, the 
program is focused on helping leaders become more resilient, 
more creative, and happier. SIYL! cofounder and chair Chade- 
Meng Tan is a Google engineer who believes work should be 
fun and enjoyable, and that it should create the conditions for 
world peace. Meng, also known as Google's Jolly Good Fellow, 
connected with emotional intelligence guru Daniel Goleman 
SOURCE: silyi.org 
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and. 


on Kabat Zinn to create the program, 
winelt was tested — refined at ania Latos over a four-year period. 
i 5 an intense 1 arience in which eaiials 


; and create u mental habits. More than a 
thousand Google employees have been through SIYLI training, 
and there's a lengthy waitlist to get in. Now, SIYLI is offered 
worldwide. Maybe Meng's vision of creating world peace is not 
so far-fetched. 
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Brasil2/E+/Getty Imanqes 


always visible. Different groups of people 
have different expectations about what 
emotions are appropriate to express in 
specific situations; these are known as 
emotional display rules. Emotional 
recognition requires recognizing “hidden” 
emotions that are disguised by people 
conforming to their display rules. 

Display rules vary widely with cul- 
ture idualistic cultures are 
more expressive than collectivistic cul- 
tures overall.’® A study comparing Cana- 
dian, American, and Japanese students" 
showed that Japanese display rules sup- 
press displays of powerful negative emotion (anger, 
disgust, contempt) significantly more than North Ameri- 
cans and Japanese were less likely to endorse the dis- 
play of positive emotions than were Canadians. The only 
difference between Canadians and Americans was that 
Canadians believed contempt should be expressed less 
than did the Americans. 

If one were unfamiliar with the display rules, one 
might mistakenly accept the displayed emotion as the 
actual emotion. It would be easy for a Canadian unaware 
of Japanese display rules to assume that a Japanese col- 
league is not pleased because their reaction appears 
muted by Canadian expectations. It would also be easy 
to assume that the Japanese colleague accepts something 
that really is quite upsetting to them, because again, their 
display rules supress the visual cues associated with anger 


or contempt. 
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Different groups of 


people have different 
expectations about 
what emotions are 

appropriate to express 


in specific situations 
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EMOTIONAL 
CONTAGION 


Emotion in group set- 
tings can be extended by 
emotional contagion, which 
is the process through which one 
person’s emotions and _ related 
behaviours elicit similar emo- 
tions in others. The emotional 


has 


been observed in humans, other 


contagion phenomenon 
primates, and dogs." 
Emotions organiza- 
tions need to be managed 
because they can spread easily, 
depending on the level of task 
and social interdependence. 
Emotional contagion affects any 


in 


job involving interpersonal interaction, 
and occurs primarily through nonverbal 
cues and the basic human tendency of 
mimicry. We tend to mimic each other's 
facial expressions, body language, speech 
patterns, vocal tones, and even emotions. 
Positive emotions that travel through a 
work group through emotional contagion 
produce cooperation and task perfor- 
mance.'* The opposite also occurs when 
negative emotions destroy morale and 
performance. 


|) ATTITUDES 


An attitude is a set of emotions, beliefs and behav- 
iours that are expressed when we evaluate a person or 


an object with some degree 


distavour.”’ 


se OT eye emotional display rules 


— ; Expectations regarding what 
Attitudes car fornr directly shotions ate apetognarata 


as a —-result—of personal express in specific situations. 
experience or observation 
and they can be developed 
through social norms: They 
can be explicit, meaning that 


emotional contagion 
A process through which one 
person's emotions and related 
behaviours elicit similar 


one is consciously aware of emotions in others. 


them, and that they clearly 
and deliberately influence 
behaviours and beliefs, or 
they can be implicit, where 
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attitude A set of emotions, 
beliefs and behaviours expressed 
when we evaluate a person or 
an object. 
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affect The emotional 


1 ATTITIINE 


Physiological indicators Verbal 
statements about feelings 


sad Affect 
A Behavioural intentions 


i Cognition 


SOURCE: Adapted from M. J, Rosenberg and C. |. Hovland, “Cognitive, Affective, and Behavioral Components of Attitude," in M. J. Rosenberg, 
C |. Hovland, W. J. McGuire, 8. P Abelson, and J. H. Brehm, Attitude Organization and Change (New Haven, Conn.: Yale University Press, 1960). 
Copyright 1960 Yale University Press. Used with permission. 


Observed behaviour 


Verbal statements about 
intentions 


Attitude scales 
Verbal statements about beliefs 


their impact is unconscious. We respond favourably or 
unfavourably toward many things: animals, coworkers, 
our own appearance, and politics, to name a few. 


The ABC Model 


Three components—affect, behavioural intentio 
and cognition—compose what we call the ABC ws 
can attitude.”! , dividual does not have an attitude 


Pthe ABC Fadel (see Table al 1) chan 
we must Peonsiden all three components to understand 
an attitude. 

Affect is the emotional component of an attitude. 
It refers to an individual’s feeling about something or 
someone. Statements such as “I like this” or “I prefer 
that” reflect the affective component of an attitude. 
Affect is measured by physiological indicators, such as 
blood pressure, which show emotional changes by mea- 
suring physiological arousal. 

The second component is the intention to behave 
in a certain way toward an object or person. Our atti- 
tudes toward management, for example, may be 
inferred from observing the way we treat a supervisor. 
We may be supportive, passive, or hostile, depending 
on our attitude. The behavioural component of an atti- 
tude is measured by observing behaviour or by asking 
a person about behaviour or 
intentions. 


component of an attitude. 


cognition The process of 
understanding through thought, 
experience, and the senses. 


social learning The process 
of deriving attitudes from family, 
peer groups, and culture. 
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The third component 
of an attitude, cognition 
the process 
of understanding through 
thought, experience, and the 
senses. Cognition reflects 
a person's perceptions or 


describes 


PART 2: Individuals within Organizations 


| don't like my boss. 


| want to transfer to 
another department. 


| believe my boss plays 
favourites at work. 


beliefs. Cognitive elements are evalua- 
tive beliefs measured by attitude scales 
or by asking about thoughts. The state- 
ment “I believe Japanese workers are 
. industrious” reflects the cognitive com- 
ponent of an attitude. 


@ ATTITUDE FORMATION 


are able to change and evolve over time. 
Two major influences on attitudes are direct experi- 
ence and social learning. 

Direct experience with something strongly influ- 
ences attitudes toward it. How do you know that you 
like biology or dislike math? You have probably formed 
these attitudes from experience in studying the subjects. 
Research has shown that attitudes derived from direct 
experience are stronger, held more confidently, and more 


resistant to change than attitudes formed through indi- 
These attitudes are powerful because 


rect experience.” 
of their availability; they are easily accessed and active in 
our cognitive processes.” 

In social learning, the family, peer groups, and 
culture act to shape an individual’s attitudes indirectly.** 


Sulture also plays a alee in attitude 
sales nent Consider, for example, the contrast in 
the American and European attitudes toward vacation 
and leisure. The typical vacation in the United States is 
two weeks. In Europe, longer vacations are the norm, 
and in some countries, alielaiin means exons taking 
a ue off. The E ; 


Substantial social learning occurs through model- 
ling, in which individuals acquire yee ey observing 
othe For example, research indicates that 


Employers may rely on modelling in galing approaches 
such as job shadowing. However, the effectiveness of 
learning from a model depends on attention, motivation, 
and practice, 
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Fo an individual to learn from observing a model, four pro- 
cesses must take place: 


1. The learner must focus attention on the model. 
2. The learner must be motivated to learn from the model. 


3. The learner must retain what was observed from the 
model. Retention is accomplished in two basic ways. 


Attitudes and Behaviour 


The relationship between attitude and behaviour has 
been investigated by organizational behaviourists and 
social psychologists for quite some time. Researchers 
have found that ability to predict behaviour based on 
attitude depends on five things: attitude specificity, atti- 
tude relevance, timing of measurement, personality fac- 
tors, and social constraints.?° 


ATTITUDE SPECIFICITY Individuals possess both gen- 
eral and specific attitudes, and general attitudes typically 
exert an influence over specific attitudes: “It’s important 
to stay healthy” is a general attitude. “Sugar is bad, and 
people shouldn't eat processed foods” is a specific atti- 
tude. General attitudes typically have less predictive 
ability on specific behaviours. For instance, a person may 
be a health and fitness proponent (general attitude), yet 
may still take the elevator at work to go up two floors, 
and accept the cake offered by a colleague (two spe- 
cific behaviours). These actions appear to weaken, or 
even contradict the link between attitudes and behav- 
jours. These actions, however, are specific events, and 
are influenced by a variety of elements. An individual 
may choose to take an elevator up one floor because 
they don’t want to get sweaty climbing the stairs and may 
accept the cake because it is a colleague's birthday and 
they do not want to offend. Given a choice of company 
benefits between a free gym membership or a parking 
space close to the building, this individual will probably 
choose the gym membership. In this instance, the gen- 
eral attitude is more predictive of behaviour because 
the behaviour is more general, and less dependent on 
specific conditions.2” General attitudes are better able 
to predict general behaviours. The individual who has 
specific attitudes about sugar would not accept the cake 
offered by their colleague. In this instance, their specific 
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In one, the learner “stamps in” what was observed by 
forming a verbal code for it. The other way is through 
symbolic rehearsal, by which the learner forms a mental 
image of themselves behaving like the model. 


4. Behavioural reproduction must occur; that is, the learner 
must practise the behaviour. 


attitude is able to predict their specific behaviour. It 
is unable to predict, however, whether this individual 


would choose the parking space or the gym membership. 


RELEVANCE Another factor that affects the attitude— 
behaviour link is relevance.” Attitudes that address an 
issue in which we have some self-interest (either we 
stand to gain or lose from them) are more relevant for 
us, and our subsequent behaviour is consistent with our 
expressed attitude. Consider a proposal to raise income 
taxes for those earning $150,000 or more. A student 
earning nowhere near $150,000 will probably not find 
the issue of great personal relevance, and may not be 
motivated to vote on that particular issue. Individuals in 
that income bracket, however, will find it relevant, and 
their attitude toward the issue would be strongly predic- 
tive of whether they would vote for the tax increase. 


TIMING The timing of the measurement also affects 
attitude—behaviour correspondence. The shorter the time 
between the attitude measurement and the observed 
behaviour, the stronger the relationship. For example, 
voter preference polls taken close to an election are more 
accurate than earlier polls. 


PERSONALITY Personality factors also influence the 
attitude—behaviour link. One personality disposition that 
affects the consistency between attitudes and behav- 
iour is self-monitoring. Recall from Chapter 3 that low 
self-monitors rely on their internal states when making 
decisions about behaviour, while high self-monitors are 
more responsive to situational cues. Low self-monitors 
therefore display greater correspondence between their 
attitudes and behaviours.” High self-monitors may dis- 
play little correspondence between their attitudes and 
behaviour because they behave according to signals from 
others and from the environment. 
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cognitive dissonance A 
state of tension that is produced 
through conflict between 
attitudes and behaviour. 
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SOCIAL CONSTRAINTS Finally, social 
constraints affect the relationship 
between attitudes and behaviour.” The 
social context provides information about 
acceptable attitudes and behaviours,*! 
and new members of an organization 
often adopt new attitudes and behaviours 
after being exposed to the attitudes of 
their new peer group. A newcomer from 
Australia may casually use certain words 
that have a very negative connotation in 
Canada. The first time the Australian uses one of these 
terms it will likely be met with censure and condemna- 
tion. After seeing how group members respond to the 
term, it is unlikely that the Australian will use it again, 
even though it is commonly used in Australia and does 
not have such a negative meaning. 


Cognitive Dissonance 


Individuals typically behave according to their attitudes. 
As rational beings, people prefer consistency (conso- 
nance) between their attitudes and behaviour. Anything 
that disrupts this consistency causes tension (dissonance), 
which motivates individuals to change either their atti- 
tudes or their behaviour to maintain consistency. The 
tension produced by a conflict between attitudes and 
behaviour is known as cognitive dissonance.» Cog- 
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People respond to cognitive dissonance in one of 
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a\ s, or they ignore or 
deny new information.” Returning to the example of 
going to the gym, from above: An individual may believe 
that exercise is required to maintain physical fitness and 
overall health; however, that individual may consistently 
fail to go to the gym. The difference between their beliefs 
(that exercise is necessary for physical health) and their 
behaviours (failing to get exercise) may cause them dis- 
comfort, due to cognitive dissonance. To resolve this disso- 
nance, the individual may: Begin going to the gym (change 
the behaviour): they may insist they simply don’t have 
time to go to the gym (justify their behaviour); they may 
decide that eating healthy is 
more important than exercise 
(change their attitudes); or 
they may argue that they are 
still healthy even if they don’t 
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Attitude is a little 
thing that makes a big 
difference. 


—Winston Churchill 
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use the gym, because smoking is what's 
really bad for health (ignore or deny.) 
Managers need to understand cogni- 
tive dissonance because employees often 
find themselves in situations in which 
their attitudes conflict with their behav- 
iour. Employees who display sudden 
be attemptin 


shifts in behaviour may 
to reduce dissonance. 


rie a 


the dissonance. _ 


A manager can sometimes use dissonance delib- 
erately to change an employee’s attitude. This is done 
by involving the employee in a task that contradicts the 


underlying attitude. For example, a manager who wants an 
employee to take safety more seriously may ask the person 
to join the health and safety committee, emphasizing the 
importance of the role, how this employee is well suited 
to it, and allocating time for the commitment. It would be 
difficult for the employee to refuse. The employee would 
then be involved in audits of the workplace and meetings 
to discuss needed changes. This involvement contradicts 
an attitude that health and safety is a trivial concern, 
creating dissonance. But the involvement is public and 
cannot be retracted, leading the employee to resolve the 
dissonance by changing the attitude. Health and safety is 
now judged to be a more important concern, in line with 
the employee’s observable behaviour. 


©) work artiTubEs 


Attitudes at work are important because, directly or 


indirectly. thev affect work behaviour. Employee work — 


Thomas Soellner/Shutterstock.com 


Attitudes correlate with performance, absenteeism, 
turnover, unionization, grievances, and even drug 
abuse. 


1 satisfaction is not just related to on-the-job characteristics. Studies have found that workers with 
long commutes have higher levels of anxiety, are less productive at work, and report less satisfaction 
with their jobs than workers with shorter commutes. One study found that an additional 10 minutes of 
commute time in each direction (for a total of 20 additional minutes each day) has the same effect on 
job satisfaction as receiving a 19% pay cut. But researchers also routinely find that individuals select 


marginally higher paying jobs with significantly longer commutes. The researchers explain that these 
behaviours reflect individuals’ inability to fully appreciate the psychological, emotional, and physical costs 


of increased travel times. 


SOURCE: T. Loudenback, “Adding 20 minutes to your commute makes you as miserable as getting a 10 percent pay cut,” fnc., https://www.inc.com/business-insider/study-reveals 
commute-time-impacts-job-satisfaction.html, accessed June 4, 2018, 


turnover, unionization, grievances, and even drug 
abuse.** Studies have shown employee attitudes to be 
predictive of financial performance measures such as 
market share,* and to be related to customer satis- 
faction. Chief among the things that negatively affect 
employees’ work attitudes are demanding jobs over 
which they have little control. A positive climate, on 
the other hand, can generate positive attitudes and 
good performance.” A field experiment demonstrated 
that hotel customers developed a more positive attitude 
toward the hotel when offered helpful, concerned ser- 
vice by employees. Customers responded to employee 
warmth by increasing loyalty and a willingness to pay 
more for the service.* Because of the power of attitudes, 
it is important to know how employees feel about their 
work, and what influences lie behind those attitudes so 
action can be taken to guide attitudes in a constructive 
way where possible. 


Job Satisfaction 


Job satisfaction is a pleasurable or positive emotional 
state resulting from the appraisal of one’s job or job expe- 
riences.”® It has been treated both as a general attitude 
and as satisfaction with specific dimensions of the job 
such as pay, the work itself, promotion opportunities, 
supervision, and coworkers.” An individual may hold 
different attitudes toward various aspects of a job. For 
example, an employee may like their job responsibilities 
but be dissatisfied with the opportunities for promotion. 

Many organizations formally survey job satisfaction 
in their employees. The two most extensively validated 
measures of job satisfaction are the Job Descriptive Index 
(JDI) and the Minnesota Satisfaction Questionnaire 
(MSQ). The Job Descriptive Index measures the specific 
facets of satisfaction by asking employees to respond 
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“yes,” “no,” or “cannot decide” to a series of statements 
describing their jobs. The Minnesota Satisfaction Ques- 
tionnaire asks employees to respond to statements about 
their jobs using a five-point scale that ranges from very 
dissatisfied to very satisfied. Figure 4.1 presents sample 
items from each measure. 

These tools have been of value to practitioners 
because they examine how employees react to specific 
aspects of the job and circumstances, which provides 
more information than global measures of job satisfac- 
tion (which simply ask “Overall, how satisfied are you 
with your job?”). Global measures of job satisfaction 
are highly correlated with measures like the JDI and 
MSQ, and a lot easier, cheaper, and quicker to admin- 
ister. However, if job satisfaction is not high, the global 
measure does not allow exploration of the underlying 
issues, 

Studies have shown the importance of good relations 
with management and interesting work,’ coworker sup- 
port,” good pay, and security.” Factors important for job 
satisfaction will vary with the individual. For example, 
more educated workers are more likely to emphasize the 
intrinsic job content (interesting job, meets your abilities, 
opportunity to use initiative, useful for society) and less 
educated workers are more likely to endorse extrinsic 
factors such as pay, good hours, and generous holidays.” 
Personality research shows that those with high core self- 
evaluation will tend to be more satisfied with their work, 
no matter what they are doing, than people with low core 
self-evaluation.” Employees with negative affectivity 
(who tend toward being distressed, pessimistic, and gen- 
erally dissatisfied) will tend 
to be less satisfied with any 
job they have than those with 
positive affectivity.“° One 
study showed that affective 


job satisfaction A 
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pleasurable or positive emotional 
state resulting from the appraisal 
of one’s job or job experiences. 
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SAMPLE ITEMS FROM SATISFACTION QUESTIONNAIRES 


Job Descriptive Index 


Think of the work you do at present. How well does each of the following words or phrases 
describe your work? In the blank beside each word given below, write 


Y for “Yes” if it describes your work 
N for “No” if it does NOT describe it 


fi if you cannot decide 
WORK ON YOUR PRESENT JOB: 
Routine 
Satisfying 
Good 


Think of the majority of the people you work with now or the people you meet in 
connection with your work. How well does each of the following words or phrases describe 
these people? In the blank beside each word, write 


ay’ for “Yes” if it describes the people you work with 
N for “No” if it does NOT describe them 
fi if you cannot decide 


CO-WORKERS (PEOPLE): 


__, [Bloinlig| 
Responsible 
Intelligent 


Minnesota Satisfaction Questionnaire 


1 = Very dissatisfied 

2 = Dissatisfied 

3 =| can't decide whether | am satisfied or not 
4 = Satisfied 

5 = Very satisfied 


On my present job, this is how i feel about: 


The chance to work alone on the job (independence) 
My chances for advancement on this job (advancement) 
The chance to tell people what to do (authority) 

The praise | get for a good job (recognition) 

My pay and the amount of work | do (compensation) 


SOURCES: (Top) The Job Descriptive index adaptea from Bowling Green State University. The complete forms, scoring key, instructions, and norms can be obtained from 
Dr. Patricia C. Smith, Department of Psychology, Bowling Green State University, Bowling Green, OH 43403. (Bottom) Minnesota Satisfaction Questionnaire from DJ. Adapted 
from Weiss, R.V. Davis, G.W. England, and LH. Lofquist, Manual for the Minnesota Satisfaction Questionnaire (University of Minnesota Vocational Psychology Research, 1967) 


disposition measured when the participants were 15 to 
18 years of age correlated significantly with their job sat- and employees who r 
isfaction measured 40 years later.” perfor e (the hi 


e ner io 
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Although job satisfaction does not predict individual 


Managers and employ- 
ees believe that happy or “sat- 
isfied” employees are more 
productive at work. The sat- 
isfaction—-performance link 
is, in fact, more complex than 
that. There is a correlation 
between the two,® and indi- 
viduals who are satisfied do 
tend to be better performers, 
but job satisfaction explains 
only a modest amount of the 
variation in performance. 
Many factors influence an 
individual’s performance, and 
there are many exceptions to 
the satisfaction—performance 


link, where a 
do not perform well an 


Even in those cases 


where satisfaction and per- 
formance are closely linked, 
it is unclear whether satisfac- 
tion leads to performance, 
or strong performance leads 
to personal satisfaction, or 
another variable mediates 
both, or if all are true. We 
do know that job  satisfac- 
tion is a better predictor of 
performance in complex 
professional jobs. Rewards 
also appear to act as a link 
between satisfaction and per- 
formance, influencing both: 


Employees who receive valued rewards are more satisfied, 
ive rewards that are contingent on 


ce, the larger the 


performance reliably, researchers have found a strong 
link between job satisfaction and organizational perfor- 
mance. Companies with satisfied workers have better 
performance than companies with dissatisfied workers.” 
This may be due to the more intangible elements of 
performance, like organizational citizenship behav- 
iour, that contribute to organizational effectiveness but 
arent necessarily captured by measuring individual job 
performance. 


Orla/ Shutterstock.com 


Employee satisfaction predicts organizational 
performance. 
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Organizational Citizenship versus 
Workplace Deviance 


Job satistaction enc ; organizational citizenship 


behaviour—behaviour that is above and nd the 
ite satisfied employees are more likely to help 


their coworkers, make positive comments about the 
company, and refrain from complaining when things at 
work go poorly.” 


Satisfied workers are more likely to want to give 
something back to the organization because they want to 
reciprocate their positive experiences.” Employees may 
feel that citizenship behaviours are not recognized by 
the organization because they occur outside the confines 
of normal job responsibilities. Organizational citizenship 
behaviours (OCBs) 
evaluations. 


do, however, influence performance 


Individuals who identify strongly with the organiza- 


tion are more likely to perform OCBs.™ High self-moni- 
tors, who base their behaviour on cues from the situation, 
are also more likely to perform these behaviours.” One 
study found that individual workers were more likely to 
offer OCBs when doing so was the norm among other 
team members. The impact of one worker's OCBs can 
spread throughout an entire department.” Worker satis- 
faction does not simply impact team interactions; OCBs 
influence “bottom-line” effectiveness in the organization, 
and have been shown to relate to productivity, efficiency, 
reduced costs, customer satisfaction, and unit-level 


tumover.” 


niMcheReNbehaviouts. At the outset, managers can focus 
on selecting employees likely to engage in OCBs, using 
structured interviews designed to assess this propensity,” 
and looking for evidence of conscientiousness. Managers 
can also take steps to ensure work decisions are fair and 
are perceived to be fair; consider using a transformational 
leadership style where possible (discussed in Chapter 12); 
and address issues that detract from employee attitudes 
such as job satisfaction and commitment.” 
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In contr 


ast to organiza 


tional citizenship behav- 


| 


iours, 


»s. Workplace deviance behaviour 
consists of counterproductive behaviour that violates 
organizational norms and harms others or the organi- 


oly e O SSIDING 


Negative events such as downsizing and techno- 
logical insecurities are generally considered responsible 
for spikes in workplace deviance. Layoffs may inspire 
anger and hostility toward the organization, causing 
employees to develop negative attitudes and to feel the 
desire to retaliate. Even when an employee keeps their 
job but believes the procedure used to determine the 
layoff is unfair, they may still take revenge against the 


8 
manager.”! F 1 S “4 
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Organizational Commitment 
and Job Satisfaction 


The strength of an individual's identification with an organi- 

zation is known as organizational commitment. There 

are three kinds of organizational commitment: affective,’ 
continuance, and férmativd. Affective commitment 

is an employee's intention 

to remain in an organization 


because of a strong desire organizational : 
: onan citizenship behaviour 
Behaviour that is above and 


beyond the call of duty. 


yanit- 


to do so. 


workplace deviance 
behaviour Counter- 
productive behaviour that violates 
organizational norms and harms 
others or the organization. 


Affec- 


tive commitment consists of 
three factors: a belief in the 
goals and values of the orga- 
nization, a willingness to put 
forth effort on behalf of the 
organization, and a desire 
to remain a member of the 


organizational 
commitment The strength 
of an individual's identification 
with an organization. 


affective commitment 
The type of organizational 
commitment that is based on an 
individual's desire to remain in an 
organization. 


organization.” 

Continuance com- 
mitment is an employee's 
tendency to remain in an orga- 
nization because the person — 
-annot afford to leave. Some- 
times, employees believe that 
if they leave, they will lose a 


great deal of their investments 


continuance commitment 
The type of organizational 
commitment that is based on the 
fact that an individual cannot 
afford to leave. 
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in time, effort, and benefits. Normative commitment 
is a perceived obligation to remain with the organization. 
Individuals who experience normative commitment stay 
with the organization because they feel that they should.” 
All three types of commitment are related to lower 
turnover, but research shows that employees with affec- 
tive commitment show higher attendance; better perfor- 
mance; higher OCB; and, on a personal level, less stress 
and less work—family conflict. Normative commitment is 
also associated with these desirable outcomes, but not as 
strongly, while continuance commitment is not associated 
with any desirable outcomes other than lower turnover. 


(> PERSUASION AND ATTITUDE 
CHANGE 


The days of command-and-control management, when 
supervisors simply told employees what to do and 
employees complied, are over. Modern managers must 
instead aim to change attitudes, and thus need to under- 
stand, and be skilled in the art of persuasion.” Through 
persuasion, one individual (the source) tries to change the 
attitude of another person (the target) in regard to a certain 
issue (the message).” Persuasion is little more than a sales 
pitch; where the source attempts to “sell” a new attitude 
(the message) to the target. Characteristics of the source, 
target, and message all combine to affect how successful the 
attempt at persuasion will be. 


Source Characteristics 
That Affect Persuasion 


Three major characteristics of the source (the individual 
who is trying to change another's attitude) that affect 
persuasion are expertise, trustworthiness, and attractive- 
ness.'' The perception of the 

normative commitnion sources expertise is a judg- 
The type of organizational oe Ries a the tar ag 
commitment that is based on an 


individual's perceived obligation 
to remain with an organization. 
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increases the credibility of the message. This is s why adver- 


tisements often use doctors or professionals to deliver 
their message. A source’s level of expertise also contrib- 
utes to their level of trustworthiness. A trustworthy source 
is more likely to be persuasive. The use of actors and 
athletes to advertise products relies on people's implicit 
assumptions that the people they admire are trustworthy, 
and thus, that their message is more dependable. 
Attractive sources, particularly attractive female 
sources, induce significantly greater levels of persuasion in 
targets.” This increased persuasiveness may be the result 
of the halo effect (where one positive trait causes other 
traits to be viewed more positively), or may be the result 
of social conditioning such that attractive people are often 
more outgoing (see Chapter 3 for a discussion on social 
perception) and better communicators. Many individuals 
feel that they are unable to affect their level of attractive- 
ness, but this has been shown to be untrue. 


° Respect, familiarity, and the perception 
that one is contributing to shared goals all enhance how 
physical attractiveness is judged. 


Target Characteristics 
That Affect Persuasion 


Individuals differ widely in their susceptibility to per- 
suasion, and attention, intelligence, self-esteem, mood, 
and age all affect how persuasive a message is likely to 
be. Attention is a key component of affecting persuasion 
because if the target is not paying attention to the mes- 
sage, they are unlikely to be persuaded by it.“ This is 
yet another reason that marketing companies use actors, 
musicians, athletes and other famous figures in their 
advertising. Individuals are more willing to pay attention 
to famous people that they admire. 

In general, targets who are less intelligent are more 
easily persuaded, and individuals with moderate self- 
esteem are more likely to change their attitudes than 
individuals with lower or higher self-esteem.” Individ- 
uals who hold very extreme attitudes are more resistant 
to persuasion, while people who are in a good mood are 
easier to persuade.” Finally, young adults ages 18-25 are 
more persuadable than older adults.” 
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Message Characteristics That 
Affect Persuasion 


The source and the target are under- 
standably important in estimating how 
persuasive an argument is likely to be, 
but the features of the message itself 
are paramount. Some messages are 
simply more persuasive than others: 
for instance, “let's do this and then go 
get a drink’ is likely to be more persua- 


sive than any version of “I’m going to need you to come | 
in on the weekend.” All things being equal, however, 


THE ELABORATION LIKELIHOOD METHOD OF PERSUASION 


tly presented messages have 
been shown to be more persua- 
sive than obvious ones.” Undis- 
guised deliberate attempts ‘at 
changing attitudes may actually 
entrench attitudes, driving them 
further in the original direction, 
and decreasing the likelihood of 
adopting change. This is most 
likely to occur when the target 
of the persuasive communica- 
tion feels that their freedom of 
choice is being threatened.” 
Less-threatening approaches are 
less likely to elicit negative reac- 
tions, and are thus more likely to 
be successful. 

A message with more argu- 
ments (i.e., more reasons “why”) 
will be more likely to influence 
attitude change,” and. when 
the target is not motivated to 
change, presenting both sides of 
an issue can increase persuasivity 
by refuting the “other” side, 
which makes it harder for the 
targets to hang on to their pre- 
vious attitudes. Showing support 
for one side of the issue while 
acknowledging that another 
side exists can help decrease 
the directness of the message, 
reducing the perceived threat to 
freedom of choice. Finally, the 
emotional tone of the message is 
also important. Messages framed 
using an emotional appeal (such 
as jealousy, fear, indignation, and 
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Persuasion is often 
more effectual 
than force. 


—Aesop 
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Persuasive 


Motivated to process? 


Able to process? 


Is there a change in 


cognitive structure? 


Central positive/negative 
attitude change 
Changed attitude is relatively 


enduring, resistant to. counter- 


persuasion, and predictive of 
behaviour 


humour) are also more persuasive*!; again, 
consider their use in advertising campaigns. 


Cognitive Routes to Persuasion 


The elaboration likelihood model of persua- 
sion suggests that people can change their 
attitudes as a result of persuasion through 
two possible avenues: the central route and 
the peripheral route.” The routes are dif- 
ferentiated by the amount of elaboration, or 


scrutiny, the target is motivated to give the message. The 
elaboration likelihood model is presented in Figure 4.2. 


Peripheral attitude shift 
Changed attitude is relatively 
temporary puble to 
coumerp and 
unpredictive of benaviour 


Is a peripheral process 
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The central route of per- 
suasion is used when targets 
are motivated to pay atten- 
tion, and have the ability 
to think critically about the 
message being received. Tar- 
gets processing information 
centrally are likely to give 
thoughtful consideration to 
the information presented 
to them, and _ persuasion 
involves direct 
processing of the message's 
content. The listener may 
nod their head at strong 0 
arguments and shake their 
head at weak ones.” Using 
the central route, logical and 
convincing arguments are 
able to elicit lasting change in attitudes.” 

In the peripheral route to persuasion, the individual 
is not motivated to pay attention to the logical quality of 
the message, or is unable to process the message con- 


cognitive " 


+ cafat 


Cyber security 
10 


tent. Targets processing information peripherally do not 
examine information thoroughly, and instead persua- 
sion is influenced heuristically by characteristics of the 
source; for example, their expertise, trustworthiness, and 
attractiveness, Alternatively, the individual may be per- 
suaded by statistics, the number of arguments presented, 
or the method of presentation—all of which are nonsub- 
stantial aspects of the message.* Using the peripheral 
route, targets may change their attitude temporarily, but 
because the attitude change is superficial, it is likely to be 
changed with the next message received. 

The elaboration likelihood model shows that the 
target's level of involvement with the issue is important. 
That involvement also determines which route to per- 
suasion will be more effective. In some cases, attitude 
change comes about through both the central and the 
peripheral routes.* 


©) ETHICAL BEHAVIOUR 


Ethics is the study of moral values and moral behaviour. 
Ethical behaviour is acting in ways consistent with 
one’s personal values and the 


Executive remunerati 


Bribery and corruption 


Treatment and customers 


20 


MOST REPORTED ETHICAL LAPSES IN 2017, BY ISSUE 


Diversity and diserimination 


30 40 50 60 70 80 


SOURCE: From Most reported ethical lapses in 2017 by issue” fromEthical Concerns and Lapses 2017,” Business Ethics Briefing Vol. 59 (January 2018): 5, hittps://www.ibe 
.org.uk/userassets/briefings/240118_ethical_concerns_lapses_2017.paf. Reprinted by permission of the Institute of Business Ethics 


in many ways, and for many reasons, for an organization. 


ae 

mr gra sp? TO aecr : int VWs). 
Ot wa ate a- 
wnethica POTTY ic hat AT 


vlduals do 


h. See Figure 4.3 for a list of common 
ethical lapses that affect organizations. 


When new members do not want to join the orga- 
nization, the potential talent pool is severely restricted, 
leading to stagnancy within the ranks, and potentially 
decreasing membership as older members leave the 
organization. Alternatively, unethical individuals may be 
attracted to organizations with reputations for allowing 
malfeasant behaviour, thus increasing the organization’s 
amoral reputation. Other organizations may also choose 
to limit their association with those perceived as uneth- 
ical so as not to be tainted themselves, which leads to 
fewer strategic partnerships, which in turn leads to less 
development. Finally, consumers shy away from prod- 
ucts and services if a company has an unethical reputa- 
tion. Of course, illegal actions also lead to liability and 
financial risk. Unethical behaviour can also impact orga- 
nizational members through increased stress, lower job 
satisfaction, and turnover.*® 

On the positive side, o 


ethical behaviour Acting 
in ways consistent with one’s 
personal values and the 
commonly held values of the 
organization and society. 


commonly held values of the opera custo’ oye nd creating rela- 
organization and society.” 1 mpetitors. Ethical 

Paying attention to eth- behaviour can create more positive work environments, 
ical behaviour is important which help retain and develop good employees, and 
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Corps (Certified Benefit Corporations) are companies 

that use the power of business as a force for good. To 
be designated a B Corp, a company must meet tough stan- 
dards in environmental performance, social responsibility, 
accountability, and transparency. Today, there are more than 
two thousand certified B Corps in more than fifty countries 
representing one hundred and thirty different industries. B 


SOURCE: bcorporation.net 


creating a larger hiring pool, 
s to choose higher quality 


. Doing the right thing can have a positive 
aia on an organization’s performance.” 


attract more applicants, ¢ 


Even if an organization has a reputation for acting 
ethically, unethical behaviour by employees can affect 
individuals and work teams, and, if allowed to go 
unchecked, an individual’s behaviour can eventually 
impact the organization. Organizations thus depend on 
individuals to act ethically. The early 2000s saw a spate 
of ethical scandals lead to organizational crises, and from 
that so ma have modified their ethics 


nunicated ideals to specific, 


Individuals face complex ethical issues at work. 
A review of articles in one week of The Wall Street 
Journal revealed over 60 articles dealing with ethical 


TABLE 4.2 


Corps aim not only to be the best in the world but also to be 
the best for the world. For example, when compared to other 
sustainable businesses, B Corps are more likely to donate at 
least 10 percent of their profits to charity, use on-site renew- 
able energy, and use suppliers from low-income communities. 
B Corps you may recognize include Ben & Jerry’s, Patagonia, 
miEnergy, Libro Credit Union, and HiMama, among others. 


issues in business.*' As Table 4.2 suggests, few of these 
issues are clear-cut. They depend on the specifics of 
the situation, and their interpretation depends on the 
characteristics of the individuals examining them. Con- 
sider lying, for instance. Many people tell “white lies.” 
Is this acceptable? The perception of what constitutes 
ethical versus unethical behaviour in organizations 
varies among people. 


Corporate Social Responsibility 


If one considers ethical behaviour to be “values in 
action,” one of the ways in which many Canadian organi- 
zations are demonstrating those values is through their 
corporate social responsibility (CSR). Tim Hortons 
Children’s Foundation sends over 19,000 children to 
camp each year, and Home Depot's volunteer program, 


1. Stealing 


2. Lying 
3. Fraud and deceit 


Taking things that don’t belong to you 
Saying things you know aren't true 


Creating or perpetuating false impressions 


4. Conflict of interest and influence buying Bribes, payoffs, and kickbacks 


5. Hiding versus divulging information 


6. Cheating 
7. Personal decadence 
8. Interpersonal abuse 
9. Organizational abuse 
10. Rule violations 
11. Accessory to unethical acts 


12. Ethical dilemmas 


SOURCE: Kluwer Academic Publishers, by J. 0. Cherrin 
permission of Springer Science and Business Media. © Cengage Learning. 
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Concealing information that another party has a right to know or failing to protect personal or 
proprietary information 


Taking unfair advantage of a situation 

Aiming below excellence in terms of work performance (e.g., careless or sloppy work) 

Behaviours that are abusive of others (e.g., sexism, racism, emotional abuse) 

Organizational practices that abuse members (e.g., inequitable compensation, misuses of power) 
Breaking organizational rules 

Knowing about unethical behaviour and failing to report it 


Choosing between two equally desirable or undesirable options 
ington and D. J. Cherrington, “A Menu of Moral Issues: One Week in the Life of The Wall Street Journal,’ Journal of Business Ethics 11 (1992): 255-265. Reprinted with kind 
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values Enduring beliefs that a 
specific behaviour or end state of 
existence is preferable. 


ah 


sf 


Home Depot Employees Work with Habitat for Humanity 


Team Depot, has seen thousands of 
employees build homes with Habitat for 
Humanity and build or improve com- 
munity playgrounds through its partner- 
ship with KaBOOM! Eighteen percent 


of Canadian zanizations encourage 
. do volunteer work aon 


work hours and pay for that time.” CSR 
initiatives like these can be instrumental 


in team building, in enhancing corporate 
pride and identity, and in reinforcing an 
ethical climate within the organization. 


© > FACTORS THAT 
AFFECT ETHICAL 
BEHAVIOUR 


Two sets of factors—individual characteristics and orga- 
nizational factors—influence ethical behaviour. See 
Figure 4.4. In this section, we will examine individual 
influences on ethical behaviour. Organizational influ- 
ences on ethical behaviour will be discussed throughout 
the remainder of the text. 


Ethical decision making 
requires three qualities of 
individuals that are influ- 


enced by personality factors 
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There is no such thing 
as business ethics. 
There is only one 
kind—you have to 
adhere to the highest 
standards. 


—Marvin Bower 


such as value systems, locus 
of control, Machiavellianism, 
and cognitive moral devel- 
opment. The three qualities 
required for ethical decision 
making are:” 


1. The competence to 


identify ethical issues 
and evaluate the conse- 
quences of alternative 
courses of action 


2. The self-confidence 


to seek out different 
opinions about the issue 
and decide what is right 
in terms of a particular 
situation 


3. Toughmindedness—the 


willingness to make deci- 

sions when all that needs 
to be known cannot be known and when the ethical 
issue has no established, unambiguous solution. 


Values 


Different values different 


ethical behaviours. Though values vary 


generate 


widely among individuals, we use them 
to evaluate our own behaviour and that of 
others. Values are enduring belie at 
is oem —— 

a specific behaviour or end state of exis- 
tence is personally or socially preferable. 
Values represent a person’s judgments 
about what is good versus what is bad. As 
a general belief about what is right and 
what is wrong, values are deeply held and 
quite stable, forming the basis for ethical 
behaviour. 

Parents and other respected role 
models influence value development by 
providing guidance about what is right and wrong. As 
individuals grow and mature, their values may change 
as the individual develops a sense of self. Cultures, soci- 
eties, and organizations all shape one’s values. 


Age and Culture in Values 


Although relatively fixed, values can and do change 
over time. Values also shift between generations. Baby 
boomers’ values contrast with both Generation X and 
millennial values to a large extent: baby boomers tend 
to be more driven, and have a work-oriented value 
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INDIVIDUAL/ORGANIZATIONAL MODEL OF ETHICAL BEHAVIOUR 


individual influences 

® Value systems 

* Locus of contro! 

® Machiavellianism 

e Cognitive moral development 


Organizational influences 

¢ Codes of conduct 

© Ethics committees or officers 

* Training programs 

e Ethics communication systems 
° Norms 

¢ Modelling 

e Rewards and punishments 

¢ CSR programs 


system that emphasizes achievement values. Millennials 


typically value self-reliance, individualism, and balance 


between family and work life.** See Table 4.3 for a brief 


comparison. 

Organizations facing the challenges of an increas- 
ingly diverse workforce and a global marketplace must 
also recognize cultures’ influence on values. Doing busi- 


ness in a global marketplace often means encountering 


NTR DIFFERENCES BETWEEN GENERATIONS 


a clash of values among different cultures. Consider loy- 
alty, for example. In Japan, loyalty means “compassionate 
overtime.” Even when you have no work yourself, you 
should stay late to provide moral support for your peers 
who are working late.” In contrast, Koreans value loyalty 
to the person for whom you work.** In Canada, family 
and other personal loyalties are held above loyalty to the 
organization or supervisor. 


Baby Boomers Generation X Millennials 
Birth Years 1946-64 1965-80 1981-2000 
Assume diversity Accept diversity Celebrate diversity 


Pragmatic/idealist Pragmatic/practical Optimistic/realist 


Self-expansive Self-involved Self-inventive 


Reject rules Desire rules Rewrites rules 


Were laissez-faire kids Were latch-key kids Were nurtured kids 


Freedom to seek and achieve No link between hard work and success High expectations 


Future is now Future is closing Future is open 


Categorization Labels Personalization and Customization 
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hen faced with ethical 
dilemmas, individuals who 
voice their decision using a for 


Crt l 


eign language rather than their 
native tongue will likely make 
decisions that are less ethical, 
Communicating in a learned language allows individuals to 
psychologically distance themselves from issues and make less 
emotional, utilitarian decisions. 


SOURCE: A. Lukis, “Moral Decisrons May Depend on Language; People Make More Pragmatic Decisions in 


Languages Other Than Their Native Tongue,’ Wall Street Journal (May 12, 2014) 


Cultures also differ in the individual contributions 
they value at work. Collectivist cultures such as China 
and Mexico value a person’s contributions to relation- 
ships in the work team. In contrast, individualist cultures 
(Canada, the Netherlands) value a person's contribution 
to task accomplishment. Both collectivist and individu- 


alist cultures value rewards based on individu: 
99 i “7 


se rfor- 


mance. 
tolerance fo 


da rnamriniairan. : | 

Values also affect individuals’ views of what con- 
stitutes authority. French managers value authority as 
a right of office and rank. Their behaviour reflects this 


value, as they tend to exercise power based on their 
position i in the cD: In contrast, managers 


sions.'°! It is finer nature to judge the value sys- 
tems of others, but tolerating diverse values can help 
us understand other cultures. Value systems of other 
nations are not necessarily right or wrong—they are 
merely different. 


WORK VALUES Work values also influence individual 
perceptions of right and wrong on the job.' While 
most individuals value fairness, honesty, achievement, 
and concern for others, the relative weight they assign 
to each value will influence their decisions and their 
behaviours. For example, if someone values achieve- 
ment above honesty, they may be more inclined to 
stretch the truth, or use a colleague's resources without 
permission in the process of achieving their goals. If 
an individual values honesty above all else, they may 
be more likely to show less concern for others’ feelings 
by not observing social niceties and politeness when 
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assessing another's ‘performance. Sharing values with 
work colleagues means less stress and easier relation- 
ships. Employees who share their supervisors’ values are 


more satisfied with their jobs and more committed to 
103 


the organization. 

Values also have a profound effect on job choice. 

Most organizations say they value diversity, but fail to 

live up to those values in their recruiting and promoting 

programs. Minority candidates will judge the sincerity 

of diversity claims and this judgment will affect their 
h 


Locus of Control 


Another individual influence on ethical behaviour is 
locus of control. Recall from Chapter 3 that individuals 
with an internal locus of control believe that they con- 
trol events in their lives and that they are responsible for 
their own experiences. Those with an external locus of 
control believe that outside forces such as fate, chance, 
or other people control what happens to them.'” Inter- 
nals are more likely to take personal responsibility for 
the consequences of their ethical or unethical behav- 


ethical 
als also are more 


Machiavellianism 


Machiavellianism also influences ethical behaviour. 
Recall from Chapter 3 that Machiavellianism is a per- 
sonality characteristic indicating your willingness to 
do whatever it takes to get your own way.'® An indi- 
vidual who ranks highly in Machiavellianism (known 
as a high-Mach) operates from the notion that it is 
better to be feared than loved. High-Machs tend to 
be deceitful, have a cynical view of human nature, 
and care little for conventional notions of right and 
wrong.!'° 
s. Low-Machs, in contrast, 
value fevalty and marries They are less willing 
to manipulate others for personal gain and are con- 
cerned with others’ opinions. 
High-Machs believe that the desired ends justify 
any means; therefore, they are willing to manipulate 
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TABLE 4. 4 | 


Stage 1 Obey rules to avoid punishment 


Stage 2 Follow rules if in own best interest, if rewards follow 


Stage 3 
Stage 4 


Live up to expectations of others close to you 
Live up to expectations of society 


Stage 5 
Stage 6 


Act on principles of justice and rights 


Act on own self-selected principles 


others in order to achieve a goal.!"! They are emotionally 
detached from other people and focus on the objective 
aspects of situations. And high-Machs are more likely to 
engage in ethically questionable behaviour.'"* Employees 
can counter Machiavellian individuals by focusing on 
teamwork instead of on one-on-one relationships, where 
high-Machs have the upper hand. Making interpersonal 
agreements public reduces their susceptibility to Machi- 
avellian manipulation. 


Cognitive Moral Development 


An individual’s_ level of cognitive moral 
development also affects ethical behaviour. Psy- 
chologist Lawrence Kohlberg proposed that as indi- 
— mature, they move through a series of six stages 
yral anaes 3 (See Table 4.4). With each 
cessive stage ecome less dependent on other 
sabres ommeers of right and wrong and less self-cen- 
roa (focusing less on their own interests). At higher 
levels of moral development, individuals are concerned 
with broad principles of justice and with their self- 
chosen ethical principles. Kohlbergs model focuses on 
the decision-making process and on how individuals 
justify ethical decisions. His cognitive developmental 
theory explains how people decide what is right and 
wrong and how the decision-making process changes 
through interaction with peers and the environment. 
In the premoral first stage typical of children, the 
focus is on doing what's best for yourself. Think of the 
child who tells a lie to avoid punishment. At level II, typ- 
ical of most adults and therefore suitably labelled “con- 
ventional,” people focus on the expectations of others. At 
the final, principled level, what is “right” is determined 
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by universal values. The person sees beyond laws, rules, 
and the expectations © of others. 

Since it was proposed, more than 30 years ago, 
Kohlberg’s model of cognitive moral development has 
been supported by a great deal of research. Individuals 
at higher stages of development are less likely to cheat,!"4 
more likely to engage in whistleblowing,' and more 
likely to make ethical business decisions.}® 

Individual differences in values, locus of control, 
Machiavellianism, and cognitive moral development 
all influence ethical behaviour in organizations. Orga- 
nizations might use this knowledge to promote ethical 
behaviour by hiring and promoting individuals who share 
the organization’s values or hiring and promoting only 
internals, low-Machs, and individuals at higher stages 
of cognitive moral development. This strategy obviously 
presents practical and legal problems. As values, locus 
of control, and cognitive moral development are fairly 
stable in adults, an organization is unlikely to change 
them through training. The best way to use the knowl- 
edge of individual differences may be to recognize that 
they help explain why ethical behaviour differs among 
individuals and to focus managerial efforts on creating a 
work situation supporting ethical behaviour. 

Most workers are susceptible to external influences 
and look to their organization for guidance. Managers 
can offer such guidance by encouraging ethical behaviour 
through codes ctl ethics committees, training pro- 
grams, ethics communication 
systems, norms, modelling, 
rewards and punishments, 
and CSR programs. We dis- 
cuss some of these areas fur- 
ther in Chapter 17. 


cognitive moral 
of moving through stages of 


maturity in terms of making 
ethical decisions. 
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STUDY 
TOOLS 


IN THE BOOK YOU CAN ... 


C Rip out the Chapter Review card at the end of the book 
to review Key Concepts and Key Terms. 


[1] Take a“What about You?” Quiz related to material in the chapter. 


C1 Read additional cases in the Mini Case and Shopify Running 
Case sections. 


WHAT ABOUT YOU? 


ONLINE YOU CAN ... 


C1] Take a’“What about You?” Quiz related to material in 
the chapter. 


NELSON.COM/STUDENT 


OO Test your understanding with a quick Multiple-Choice 
Pre-Test quiz. 


(1 Read the eBook, which includes discussion points for 
questions posed in the Cases. 


C] Watch Videos related to chapter content. 


CJ Use the available Flashcards and Matching Quizzes to test 
your understanding of key terms and concepts. 


CJ See how much you've learned by taking a Post-Test. 


Assess Your Job Satisfaction 


Think of the job you have now or a job you've had in the past. 
Indicate how satisfied you are with each aspect of your job 
below, using the following scale: 


Extremely dissatisfied 2 = Dissatisfied 3 = Slightly 
dissatisfied 4 = Neutral 5 = Slightly satisfied 6 = Satisfied 
7 = Extremely satisfied 


. The amount of job security | have. 
» The amount of pay and fringe benefits | receive. 


. The amount of personal growth and development | get in 
doing my job. 


. The people | talk to and work with on my job. 


. The degree of respect and fair treatment | receive from 
my boss. 


» The feeling of worthwhile accomplishment | get from 
doing my job. 


. The chance to get to know other people while on the job. 


» The amount of support and guidance | receive from my 
supervisor. 


. The degree to which | am fairly paid for what | contribute 
to this organization. 


» The amount of independent thought and action | can 
exercise in my job. 
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. How secure things look for me in the future in this 
organization. 


. The chance to help other people while at work. 
. The amount of challenge in my job. 


. The overall quality of the supervision | receive on 
my work. 


Now, compute your scores for the facets of job satisfaction. 


Pay satisfaction: 

Q2+Q9=__ Dividedby2:_ 
Security satisfaction: 

Qi +Q11=__ Dividedby2:_ 
Social satisfaction: 

Q4+ Q7 + Q12=___ Divided by 3:___ 
Supervisory satisfaction: 
Q5+Q8+Q14=__ Divided by3:_ 
Growth satisfaction: 


Q3 + Q6+ Q10 + Q13 =___Dividedby4:___ 


Scores on the facets range from 1 to 7. (Scores lower than 4 sug- 
gest there is room for change.) 
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This questionnaire is an abbreviated version of the Job Diag- 
nostic Survey, a widely used tool for assessing individuals’ atti- 
tudes about their jobs. Compare your scores on each facet to the 
following norms for a large sample of managers. 


Pay satisfaction: 4.6 Security satisfaction: 5.2 Social satisfaction: 5.6 


MINI CASE 


he World Bank has a published blacklist of corrupt and 

fraudulent companies. These companies have been 
banned from receiving project funding due to fraud, corrup- 
tion, collusion, or coercion. Stephen Zimmerman, director of 
operations of the World Bank's Integrity Division, says “We're 
not a global policeman but what we can do is facilitate the 
global conversation against corruption [...] the World Bank is 
unique in that it’s the only office in the world that looks at cor- 
ruption cases globally; law enforcement tends to be national 
by its nature.” 


More than 600 companies have been barred from doing busi- 
ness with the World Bank, and of those, 117 are Canadian; the 
most of any country in the world. The United States has the 
second most companies with 46, while Indonesia is third with 
43 companies barred. Of the 117 Canadian companies barred 
from doing business with the World Bank, 115 represent SNC- 
Lavalin and its subsidiaries. SNC-Lavalin is the largest engi- 
neering firm in Canada, based in Montreal, with offices in over 
50 countries and operations in over 160 countries. SNC employs 
more than 50,000 people in a variety of industries, including 
infrastructure and construction, mining and metallurgy, oil and 
gas, environment and water, and clean energy. The company 
also advertises that it can provide clients with financing, asset 
management, engineering, construction, procurement, and 
operations management. 


In 2010, allegations of bribery were levelled against company 
executives, and the company began a series of internal ethics 
initiatives. Executives from the firm even met with Quebec's 
premier to reassure political leaders that the company had 
taken the necessary steps to improve its corporate governance. 
In 2012, however, SNC's CEO was arrested on fraud charges, and 
in 2013, four company executives resigned from the organiza- 
tion for various undisclosed reasons. 
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ng All That Is Necessary? SNC Lavalin 


Supervisory satisfaction: 5.2 Growth satisfaction: 5.3 


How do your scores compare? Are there actions you can take to 
improve your job satisfaction? 


SOURCE: J. RICHARD HACKMAN & GREG R. OLDHAM, WORK REDESIGN, 1st Edition, © 1980. Reprinted by 
permission of Pearson Education, Inc., Upper Saddle River, NJ. 


Also in 2013, ethical violations began to come to light when 
one company vice president was jailed in Switzerland for 
suspicion of corruption, fraud, and money laundering in North 
Africa. Another executive, Stephane Roy, was on trial for fraud, 
bribery, and contravening a United Nations act. Roy alleges that 
he was acting on orders by his superiors, and that he had been 
framed and scapegoated by higher-level executives who called 
him a rogue employee. Roy told reporters that SNC-Lavalin cre- 
ated “a corporate culture where it was common practice to do 
all that was necessary, including the payment ae. 
and other benefits to obtain contracts, including in Libya.” _ 


A preliminary hearing on federal corruption and fraud charges 
against the company is scheduled to begin in September 2018, 
involving wrongdoing related to contracts that SNC had in 
Libya between 2001 and 2011, when $47.7 million was paid to 
public officials in Libya to influence government decisions. The 
company acknowledged that there were incidents of corporate 
malfeasance in the North African country, but says that it 

has undergone a complete overhaul of its ethics and compli- 
ance procedures since then, and that all executives who 

were with the company at that time have been removed from 
the organization. 


SOURCE: J. RICHARD HACKMAN & GREG R. OLDHAM, WORK REDESIGN, 1st Edition, © 2018. Reprinted by 
permission of Pearson Education, tnc., New York, New York. 


Apply Your Understanding 


1. How might examples of executive corruption at SNC influ- 
ence attitude formation in company employees? 


2. How might cognitive dissonance play a role in unethical 
behaviour? 


3. What factors influenced Stephane Roy’s (un) ethical 
behaviour? 
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SHOPIFY 


IN SUPPORT OF FREE SPEECH 


When activists targeted Shopify for hosting Breitbart’s online 
merchandise store, the hashtag #DeleteShopify, was circu- 
lated an attempt to persuade Shopify to drop Breitbart as a 
merchant. In spite of significant bad press, and pressure from 
other merchants as well as Shopify employees, Tobias LUtke 
held firm to his values, and refused to remove Breitbart from 
their merchants list. In 2017, LUtke penned an open letter 
called “In Support of Free Speech" explaining his justification. 
In that letter, LUtke explained that the reasons Shopify would 


continue to host Breitbart’s e-commerce site were “nuanced,” 


and “require(d] thought.” He explained that he himself is a 
iberal immigrant, who runs a liberal company, and is against 
exclusion of any kind, but he went on to argue that he did 
not feel that he was in a position to assert his moral position 
onto another, no matter how controversial or distasteful he 
may have found them. 


tke explained that for as long as Shopify has existed 
there have been demands from some groups to remove 
products that they disagree with, and Breitbart was no 
different. He rationalized that, living in a democracy, it was 
up to individuals as consumers to cast their vote on retailers 
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RUNNING CASE 


by choosing which products to purchase —that purchase 
decisions would express a community’s moral evaluation 

of a company and the company would either succeed or 

fail due to market forces, rather than censorship. Lutke also 
argued that products are a form of speech and the principle 
of free speech should protect both the producers and con- 
sumers of products, even when the product/message was 
controversial. 

A portion of that letter reads, “If we start blocking out voices, 
we would fall short of our goals as a company to make com- 
merce better for everyone. Instead, we would have a biased 


and diminished platform.’ 


Apply Your Understanding 


1. Describe the emotional labour likely experienced by 
Tobias Lutke. 

Using the Elaboration Likelihood Model, explain hov 
Tobias Ldtke’s open letter could have 
his audience. 


NM 


3. Describe how Tobias Lutke’s values 
to continue to host Breitbart merchandise 


hiasson 


np 
u 
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. : Explain how Maslow’s need hierarchy is related to Theory X 


Motivation 


LEARNING OUTCOMES 


After reading this chapter, you should be able to do the following: 


Define motivation and explain the difference between needs : Describe the role of inequity in motivation. 

theories and process theories of motivation. ; t 
Describe the expectancy theory of motivation. 

and Theory Y and ERG theory. Explain how goal setting can motivate performance. 


Discuss the needs for achievement, power, and affiliation. Describe the cultural differences in motivation. 


versace pantie ponigicegnassa, 


See the end of this chapter for a list of available Study Tools, 
a “What about You?” Quiz, Mini Case, and the Shopify Running Case. 
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motivation The forces that 
influence the direction, intensity, 
and persistence of effort. 


needs theories Theories of 
motivation based on the premise 
that people are motivated by 
unfulfilled needs. 


needs physiological or 
psychological insufficiencies that 
provoke some type of behavioural 
response, 


process theories Theories 


an organization's success) There is clear evidence that 
people who are motivated try harder, and achieve more 
than individuals who are not motivated, but how can 
organizations influence an individual’s level of moti- 
vation? Why are some people motivated by rewards, 
but others are motivated by praise? Can motivation be 
directed and sustained? There are few topics more thor- 
oughly researched, or more hotly debated, in the field of 
organizational behaviour than motivation. 


©) motivation 


. f 

“aperson’s efforts ‘Every organization, from 
community sports teams to multinational 

conglomerates, wants to get the highest 

level of effort and the best possible perfor- 


mance from their members, and motiva- 


tional levels play a signi t role in typical 
performance.’ ” é : 


vated employees are more likely to have 
higher levels of organizational engage- 
ment and commitment, and are more ! 


employees, which can increase produc- 


tivity, and lower costs for the organization 


Motivated employees are also 1 
a leading to 


improved outcomes, positive 
relationships, and improved 
organizational culture. 
Because of its importance, 
there are few topics more 
thoroughly researched, or 
more hotly debated, in the 
field than motivation. 
Motivation theories 
first attempt to predict and 
explain behaviour, and then 


of motivation that emphasize use that understanding 
the nature of the interaction to implement — organiza- 
between the indivi i ; 
he individual and their tional systems to enhance 
environment. ; 
and encourage desired 
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Understanding 
motivation is one of 
the most important 
things we can do in 
our lives, because it 

has such a bearing on 

why we do the things 
we do and whether 

we enjoy them or not. 


—Clayton Christensen 
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behaviours. A comprehensive approach to understanding 
motivation, behaviour, and performance must consider 
three elements of the work situation—th , 


the task)/and the €nvironment—and how these elements 


interact.’ Motivation theories are broadly classified into 


two different categories: néeds theorips and sprocess 


theories. 

Needs theories of motivation give primary con- 
sideration to variables within the individual that lead 
to motivation and behaviour. The underlying premise 
is that people are motivated by unfulfilled needs and 
will engage in certain behaviours in an attempt to meet 
those needs. Needs theories focus on the psycholog- 


ical requirements er and 
motivation. 


vates someone. Process theories of | 
motivation describe individual motivation 
as being.controlled by external environ- 


mental forces, and focus on how motivay 
tion"Works, and what factors direct and 


Motivation theories have passed 
through seven distinct stages in the last 
century, oscillating between process the- 
ories, which rely on normative data to 
improve performance metrics, and needs 
theories, which focus on the psycholog- 
ical requirements of performance and 
motivation.‘ As motivation theories are 
developed and continue to be refined, there has been a 
shift away from overarching broad conceptual theories 
of human motivation in general towards more strictly 
defined theories that focus on specific components of 
individual motivation 


Internal Motivators and External Incentives 


Internal needs, or motivators, are intangible factors that 
arise from within an individual. They come from a person’s 
desire to do something for its own sake, and the behav- 
iour itself is its own reward. Internal motivators include 
enjoyment or excitement, the challenge of accomplish- 
ment, pride, and even fear. For instance, some people 
run marathons because they enjoy running; they may 
enjoy the physical challenge of pushing their bodies, the 
overall level of fitness that they are able to maintain, the 
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feeling of success at having accomplished 
a difficult task, or any of a number of dif- 
ferent reasons. Other people do crossword 
or Sudoku puzzles, again, because they 
enjoy the mental stimulation and the chal- 
lenge of completion. On the other hand, 
some people may dress or speak a certain 
way out of fear of being judged by their 
peers, some parents are overly protective 
of their children out of fear that something 
bad might happen, while other people 
refuse to fly in commercial airplanes out of 
fear of crashing. In all cases, the behaviour 


External incentives. or extrinsic moti- 
vators, are tangible rewards or punish- 


ments that come from outside a person 
and are awarded, (or withheld) by some- 
body else. mal motivators incl: 
things such as awards, pay and bonuses, ; 
and. also penalties fines. and punish-— 


ments, For instance, some students study 


in order to achieve high marks; other stu- 

dents work to achieve high marks in order to avoid being 
reprimanded by their parents. In both cases, the behav- 
iour stems from the desire to get something, or to avoid 
something unpleasant. Most economic assumptions 
about human motivation emphasize financial incentives 
and assume that people are motivated by self-interest 
for economic gain to provide the necessities and conve- 


niences of life.° 


MOTIVATION THEORIES TIMELINE: SCIENTIFIC MANAGEMENT AND 
THE HAWTHORNE STUDIES 


Scientific Management—A Process Theory 


In the early 1900s, with the dawn of the Industrial 
Revolution, the first formal theory of motivation was 
introduced by Frederick Taylor. Scientific manage- 
ment was designed to motivate individual productivity 
by rewarding increased performance with increased 
compensation, but little concern was paid to working 


insic Factors and External Incentives 


ther 


hich affects employee performance more, intrinsic 

rewards or external incentives? According to a recent 
study, it depends. Researchers reviewed four decades of 
research and nine previous meta-analyses to answer that ques- 
tion along with other questions about the relative impact of 
intrinsic versus extrinsic motivation on performance outcomes. 
They found that both are instrumental. However, the most 
important method depended on the performance context. 
Intrinsic motivation was a better predictor of performance 


SOURCE: C. P. Cerasoli, J. M. Nicklin, and M. T. Ford, 
980-1008. 
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when quality was desired. For those tasks that require a great 
deal of personal investment, require judgment, or are complex, 
intrinsic motivation mattered most. On the other hand, external 
incentives were a better predictor of performance for quantity, 
when tasks were straightforward, noncomplex, and repetitive. 
Motivation tactics do not work in isolation. Managers should 
consider the desired performance to determine whether to 
rely on intrinsic rewards or external incentives to motivate 
employee behavior. 


“Intrinsic Motivation and Extrinsic Incentives Jointly Predict Performance: A 40-Year Meta-Analysis,’ Psychological Bulletin 140 (2014): 
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MOTIVATION THEORIES TIMELINE: MASLOW’S NEED HIERARCHY, THEORY X AND THEORY Y, AND ERG THEORY 


Needs theories — 
VWWihat: rou Velie 


Process theories 
How 
motivation 
lirected and 
sustained? 


conditions or employment standards, and absolutely no 
concern was paid to employee morale. Under the scien- 
tific management strategy, factory conditions were poor, 
and workers were commonly exploited.’ The Industrial 
Revolution changed how labour was performed, by 
changing the lengths to which organizations would go to 
achieve results. Workers were pushed until they began 
pushing back, and as individuals began to collectively 
identify with the labour movement, scientific manage- 
ment began to falter. Workers began resisting the sci- 
entific management strategy, and as early as 1911, laws 
were passed that banned the use of stop-watches on pro- 
duction floors. Despite its many shortcomings, most spe- 
cifically in the treatment of human beings as machines, 
Taylor's view of motivation profoundly influenced all 
subsequent process-based motivational paradigms. 


The Hawthorne Studies—A Needs Theory 


The Great Depression (1930s) changed the social and 
political landscape in a fundamental way. The working 
class began to focus on social and labour welfare, and 
this time frame saw governments enact legislation to 
protect labourers (social security, employment insur- 
ance, and labour standards). The Hawthorne studies’ 
(discussed in Chapter 1) are one of the most widely rec- 
ognized management research projects ever conducted 
on human relations® and one of the few studies to claim 
that compensation is not the most important motivator of 


PART 2: Individuals within Organizations 


Theory X and 
Theory 


Studi 


Hawthorne 


employee behaviour. The Hawthorne studies found that 
peer influence and social expectations have at least as 


much influence over productivity as compensation and 
incentives. The horne studies and other research 

luring the 1930s suggest that motivating 
employees can best be attined by resolving morale 
problems and improving social relations at work. Though 


this work has been largely discredited, it set the founda. 


tion for needs-based theories of motivation. 


©) MASLOW’S NEED HIERARCHY — 
A NEEDS THEORY 


After World War II, the United States experienced its 
most significant period of economic growth and expan- 
sion. This period of unparalleled economic development 
saw increases in productivity without any corresponding 
change in an organization's motivational technique, and 
needs theories which focused on employee empow- 
erment and human relations remained the dominant 
motivational paradigm. Maslow’s hierarchy of needs 
was introduced in 1943, and became a dominant theory 
of motivation in the late 1950s, as another tool for 
explaining human needs. 

Maslow created a visual pyramid to represent the rela- 
tive importance of five basic needs he believed to be true 
for all humans.'® According to Maslow, our physiological 
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An unsatisfied need is a motivating need. 


] 


he need to discover oneself and 

iz tial. Maslow claimed that an unsatisfied 

need is a motivating need, and when more than one need is 

unsatisfied, the one closer to the base of the pyramid takes 

precedence because unsatisfied lower needs make it more 
difficult to fulfill higher needs. 

The distinguishing feature of Maslow’s need hier- 
archy is the progression hypothesis, which suggests that 
we are able to progress up the pyramid as the lower- 
level needs are met. There is a widely held mistaken 
view that lower-level needs must be fully satisfied before 
progressing. In truth, Maslow stated that everyone has 
unsatisfied needs at every level (after all, hunger is recur- 
ring, and everyone feels that their safety needs are unmet 
sometimes) but the more that lower needs are met, the 
more attention and resources can be directed at achieving 
higher needs.'' A single action can also meet more than 
one need; for example, a meal fulfills physiological needs 
(hunger), but may also fill social needs 
(family gatherings often involve meals), 
and esteem needs (the chef may take 
pride in having cooked a gourmet meal 
that everyone enjoys). 

Though Maslow’ hierarchy _ has 
been challenged by researchers,!? and 
has not found much empirical support 
in predicting individual needs, it laid the 
groundwork for the idea that everyone 
has different categories of needs, and 
that even within an individual, needs 
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What a man can 
be, he must be. This 
need we Call self- 
actualization. 


—Abraham Maslow 
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TABLE 5.1 | 


Meals 


Access to cafeteria, vending 
machines, drinking fountains 


Working conditions: temperature, 
cleanliness, space, noise, lighting, 
ventilation 


Rest periods 


Economic Wages and salaries 


Benefits (medical, retirement, etc.) 


Psychological Job descriptions 
Thorough training 
Managerial availability 
Avoid abrupt changes 


Clear communication 


Physical Prevent hazards 


Training in safety practices 


Opportunities to work in teams 
Social interaction 
Social activities 


Opportunities for responsibility 
Recognition 

Participation in decisions 
Challenging goals 

Opportunities for creative and 
challenging tasks/jobs 

Autonomy to pursue own interests 


Training 


are constantly progressing and changing. The work was 
something of a revelation for organizations to consider 
that for the majority of employees, whose basic needs 
are met, keeping them motivated means 
offering opportunities to meet social, 
esteem, and_ self-actualization needs. 
Table 5.1 presents some examples of how 
employers can meet needs at various 


levels of the hierarchy. 


Theory X and Theory Y—A 
Needs Theory 


Two other theories of motivation were 
built upon the framework of Maslow’s 
model: Theory X and Theory Y, and 
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Theory X Management 
assumption that workers are lazy 
and dislike responsibility. 


Theory Y Management 
assumption that workers like work 
and will seek responsibility. 


BLOOMimage/Getty Images 


‘X and Y”: A mnemonic device to remember 
Theory X vs. Theory Y. 


ERG theory. Theory X and Theory Y was created using 
Maslow’s need hierarchy to explain motivation from 
a manager's perspective. The theory groups the physi- 
ological and safety needs presented in Maslow’s model 
as “lower-order needs,” and the social, esteem, and self- 
actualization needs as “upper-order needs.” 

According to Theory X and Theory Y, man- 
agers categorize employees into one of two categories 
depending on the factors that the manager believes 
motivates behaviour. Theory X management believes 
that employees are motivated by lower-order needs; that 


they are inherently lazy, that they will avoid responsi- 
bility where possible, that ‘apauleieeee and 


that they are working only for a sustainable income. 
Theory X managers believe that 
workers need to be closely super- 


vised, and that control systems 


of rewards and punishments are 
required in order to properly 

Theory X 
managers emphasize production 
and output. Theory Y supervi- 
sors, on the other hand, believe 
that employees are self-directed 
and are internally motivated by 
higher-order needs, which are 
fulfilled through work. Theory Y 


motivate behaviours. 
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MASLOW'S NEEDS AND THEORY X AND THEORY Y 


edhar yuralaits/Alamy Stock Photo 


supervisors prefer a participative style of management, 
and emphasize employee commitment to the orga- 
nization and its goals. These assumptions are listed in 
Table 5.2 and have been mapped onto Maslow’ hier- 
archy, from which they derive, in Figure aes 

Theory X and Theory Y are not opposite ends of the 
same spectrum, but represent two different spectra. In 
order to achieve the highest level of employee output, 
a combination of both theories should be used (see 
Chapter 12 for a discussion of leadership contingency 
theory).'* Like Maslow’s, this theory proposes that self- 
actualization is the highest level of achievement for indi- 
viduals, and Theory Y assumptions are the inspiration 
for employee participation programs which encourage 
employee involvement to support high-performance 


achievements.” 


ERG Theory—A Needs Theory 


ERG theory recognized Maslow’s contribution to under- 
standing motivation, but believed that the needs hier- 
archy failed to accurately identify and categorize human 
needs.'* Instead, ERG theory condenses Maslow’s five 
needs into only three categories: 
ness, and Growth (or ERG)." (Maslow’s see siological 
and physical safety needs comprise the existence cat- 
egory; Maslow’s interpersonal safety, love, and inter- 
personal esteem needs comprise ERG’s relatedness 
need category; and Maslow’s self-actualization and self- 
esteem needs represent ERG’s growth category. ) 

ERG theory added a regression hypothesis to 
Maslow’s original progression hypothesis, which suggests 


Self- 
actualization 
needs 


y Theory Y 
Esteem needs 
Love (social) needs 
RT) rd ete treet 
Theory X § 
Physiniogicll heat 3 
rs 


People are by nature indolent. That is, they work as 
little as possible. 


e People lack ambition, dislike responsibility, and 
prefer to be led. 


e People are inherently self-centred and indifferent to 
organizational needs. 


e People are by nature resistant to change. 


e People are gullible and not very bright, the ready 
dupes of the charlatan and the demagogue. 


People are not by nature passive or resistant to organizational needs. They 
have become so as a result of experience in organizations. 


¢ The motivation, the potential for development, the capacity for assuming 
responsibility, and the readiness to direct behaviour toward organizational 
goals are all present in people. Management does not put them there. It is a 
responsibility of management to make it possible for people to recognize and 
develop these human characteristics for themselves. 


e The essential task of management is to arrange conditions and methods of 
operation so that people can achieve their own goals best by directing their 
own efforts toward organizational objectives. 


SOURCE: From “The Human Side of Enterprise” by Douglas M. McGregor; reprinted from Menagement Review, November 1957. Copyright 1957 American Management Association International. Reproduced with permission of 


AMERICAN MANAGEMENT ASSOCIATION in the format Textbook via Copyright Clearance Center. 


that when people are frustrated by their inability to meet 
needs at the next higher level in the hierarchy, they 
regress to lower-level needs and intensify their desire to 
gratify these needs. This regression hypothesis proposes 
that an already-satisfied need can continue to motivate 
when a higher need cannot be achieved. 

For example, if a person is continually denied in 
their attempts to satisfy their growth needs, relatedness 
needs can become key motivators, An employee may 
desire growth opportunities that simply are not available 
at their current place of employment. The employee 
may not choose to quit and seek another job, but may 
instead refocus on social opportunities available at work 
through friendships and social contact. 

ERG theory also allows the order of needs to 
differ between individuals (in other words, needs do 
not have to progress from E to R to G,) which allows it 
to explain behaviours that Maslow’s hierarchy struggles 
with, like the “starving artist,” whose physical needs 
are not well met, but whose growth needs are fulfilled. 
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The artist, failing to fulfill their higher order need of 
physical comfort, may regress and continue to fulfill 
their lower order need of growth by continuing to 
focus on their art. 


McCLELLAND'S NEED THEORY— 
A NEEDS THEORY 


McClelland’ss need theory of motivation focuses on 
personality, and identifies three learned or acquired 
needs.'* These are the needs for achievement, power, 
and affiliation. McClelland stated that all people have 
these three types of motivation in varying degrees, 
regardless of culture, gender, age, or race, and that life 
experiences led to different needs being dominant in 


different people. 
Need theory posits that each individual's needs for 
achievement, power, and affiliation are subconscious, 
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MOTIVATION THEORIES TIMELINE: MCCLELLAND'S NEED THEORY 


Needs theories 
“What” motivates? 


Process theori@ 
“How” is 
rreetieener 

directed and 


Theory X and 
Theory Y 


Hawthorne studies 


and that an individual could not simply 
describe their needs if asked. A projec- 
tive test (called the Thematic Appercep- 
tion Test!®) is used wherein individuals 
are shown a standard set of pictures, 
and are asked to create stories about 
them. Those stories are then analyzed 
for their motivational themes. McClel- 
land believed that people’s own needs 
were subconscious or below their own 
awareness, but that those needs are 
manifest or easily perceived by others. 
A manager who knows their staff well 


can reasonably determine who would like power, who 


Bib 
Where victims see 
adversity, extreme 

achievers see 
opportunity. 


—Robin Sharma 


99 


by competition, challenging goals, per- 
sistence, and overcoming difficulties.” 
McClelland found that people with a high 
need for achievement perform better 
than those with lower nAch levels. High 
need for achievement individuals typi- 
cally share three characteristics: First, 
they set goals that are moderately diffi- 
cult, yet achievable. Second, they like to 
receive feedback on their progress toward 
these goals. Third, they do not like having 
external events or other people interfere 
with their progress toward the goals. 


High achievers often hope and plan for success. 


manifest needs Learned 

or acquired needs that are 
subconscious but easily perceived 
by others. 


need for achievement 
(nAch) Individuals motivated 
by a manifest need for 
competition, challenging goals, 
persistence, and overcoming 
difficulties. 


cherishes affiliation oppor- 
tunities, and who particu- 
larly values achievement. 


Need for Achievement 
(nAch) 


The need for achieve- 
ment (often abbreviated 
as nAch) describes indi- 
viduals who are motivated 


90 PART 2: Individuals within Organizations 


They may be quite content to work alone or with 
other people—whichever is more appropriate to their 
task. High achievers like being very good at what 
they do, and they develop expertise and competence 
in their chosen endeavours. The need for achieve- 
ment generalizes well across countries with adults 
who are employed full-time, but researchers have 
found international differences in the tendency for 
achievement.” Achievement tendencies are highest 
in individualistic cultures and lowest in collectivistic 
societies.” 
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Need for Power (nPow) 


The need for power (often abbreviated as nPow) 
includes the desire to influence others. the urge to 
change people or events, and the wish to make a dif- 
ference. The need for power is interpersonal because it 
involves influence over other people. McClelland distin- 
guishes between socialized power, which is used for the 
benefit of many, and personalized power, which is used 
for individual gain. The former is a constructive force. 
whereas the latter may be a very disruptive, destructive 
force. According to McClelland’s research, the best man- 
agers have a high need for socialized power, as opposed 
to personali zs for others; 
have an interest in organizational goals; and want to be 
useful to the larger group, organization, and society. 


Need for Affiliation (nAff) 


The need for affil (often abbreviated nAff) 
describes an urge to establish and maintain warm, close 
relationships with others.** People with a high need for 


athliation enjoy being part of groups, and have a desire 


2 eho has shown that motiva- 
tion is not always characterized 
by self-interest: Given the chance 
for respectful contact with the 
beneficiaries of their work, some 


workers show substantial increases 
in effort and performance. In a longitudinal field experiment 
with fundraising callers, one group was given ten minutes of 
direct contact with a student whose scholarship had been 
funded partly through their fundraising efforts. The control 


groups had either indirect contact (a letter from a beneficiary) or 
no exposure, One month later, the direct contact group showed 
significantly greater persistence (142 percent more phone time) 
and job performance (171 percent more money raised) than the 
control groups. Having direct contact with beneficiaries makes 
the work more meaningful and purposeful. It makes the worker 
feel better about doing it. 

Is this self-interest or altruism? In the end, that does not 
matter because both the individual and the organization gain. 


SOURCES: A. M. Grant, “Relational Job Design and the Motivation to Make a Prosocial Difference,” Academy of 
Management Review 32(2007): 393-417; A. M. Grant, E. M. Campbell, G. Chen, K. Cottone, D. Lapedis, and 
K. Lee, “Impact and the Art of Motivation Maintenance: The Effects of Contact with Beneficiaries on 
Persistence Behavior,’ Organizational Benavior and Human Decision Processes 103 (2007) 53-67. 


to feel loved and a cepted. Individuals with high nAff 
prefer collaboration over competition, and are motivated 
to express their emotions to others and expect others to 


é 1] % ; common in many cultures: A study comparing employee 
do the same in return. They find conflicts disturbing and ee : 
need patterns in eight foreign subsidiaries of a mul- 


are strongly motivated to work through any such barriers 


tinational company (Belgium, Spain, Germany, Italy, 


: ] 
to « OSETIESS 


A need th is not addressed directh Dy McClel- 


but that has em 


Venezuela, Mexico, Columbia, and Japan) found that the 


| need to control the environment was strong in all.” 


land’s need theo rge d in research, is 


Figure 5.2 shows the parallel structures of Maslow’s, 
Theory X and Theory Y, ERG, and McClelland’s theories 
of motivation. 

[t is important to note that McClelland’s need 


theory believes that the needs which drive motivation 


the need for autonomy. This is the desire for indepen- 
dence and freedom from constraints. People with a high 
need for autonomy prefer to work alone and to control 
the pace of their work, and dislike bureaucratic rules, 


; i °5. The need for autonomy is nee 
regulations, and procedures are fixed within the individual and cannot be changed 


by external forces. Managers must use their knowledge 
of employees’ needs to provide opportunities for them 
to meet their specific needs, but they cannot change the 
needs themse lve s. For example a Manager may want 
to promote a staff member; however, if the employee 
has a high need for affiliation but a moderate need for 
| achievement and a low need 


ag 


neec C 
| Individuals motivated by a 
manifest need to make an impact, 
influence others, change people 
or events, and make a difference. 


or power (nP 


for power, the employee 
will resist this opportunity. 


Getting promoted would 


mean being pulled away 


Shutterstocs 


from friends or being put in ae ee a er 


Individuals motivated by a 
manifest need to establish 
and maintain warm, close 


relationships with other people. 


( harge of them, which would 


Art Babyen 


be even worse. While the 


| manager may believe that 


High nPow individuals are motivated by a need to 
influence others, and change people or events. 


being promote d is a chance 
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inequity Whena person 
perceives that they are receiving 
less than they are giving, or is 
giving less than they are receiving 
in comparison with another, 


Oh 


NEED THEORIES OF MOTIVATION =~ 


Theory X and Theory Y 


McClelland 


Self-actualization 


Self 
Esteem 


“~Ninterpersonal 


Belongingness 
(social and love) 


Safety and / interpersonal 
security \ physical 


Physiological 


for recognition, to make more money, and pursue more 
interesting work, they cannot project their own needs, or 
motivators, on to others. 


©) EQUITY THEORY—A PROCESS 
THEORY 


Equity theory states that motivation is a function of 
perceived fairness (equity) in the social exchange and 
that inequity (unfairness) is an important motivator. 
The theory proposes that all employees perceive that 
they contribute inputs to an organization (such as time, 


experience, creativity, etc.) and receive outcomes from 
the organization in return (in the form of pay, awards, 
benefits, recognition, etc.). Employees then create a 
subjective ratio measuring their outcomes against their 
perceived contributions. Employees also create ratios 
for others within the organization, comparing others’ 
perceived outcomes against their perceived inputs. 
Employees then weigh their outcome/input ratio against 
that of the comparison other. The comparison is seen as 
fair if the ratios are approximately the same. Both parties 
do not have to contribute in 
equal amounts, or receive 
equal outcomes, so long as 
the ratio of outcomes/inputs 
is similar, Therefore, it is 
acceptable to receive greater 
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Need for achievement 


Need for power 


Relatedness Need for affiliation 


Existence 
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outcomes if one’s inputs were also greater; it is also 
acceptable to receive less if one’s input was commensu- 
rately smaller. In equity theory, it is the ratio of outcome 
to input that matters. If the ratios of outcomes to inputs 
are not matched, however, there is inequity. Inequity 
creates tension, which motivates a person to take action 
to resolve the inequity.” 

Equity theory has several important considerations 
in an organizational setting. The first, which has been 
mentioned (but is worth repeating) is that it is the 
ratio of outcomes to inputs that is important, not the 
absolute measure of either factor. Some parents with 
young children or some people with certain illnesses 
will happily accept less pay in return for increased 
flexibility. The next, and arguably the most important, 
consideration in equity theory is that it is the perceived 
outcomes and inputs that are being measured and com- 
pared, and as Chapter 3 made clear, people's percep- 
tions can be vastly different. Nontangible and invisible 
inputs, such as emotional investment, and nontangible 
outcomes, such as job satisfaction, may well enter into 
a person's equity equation, drastically changing the 
resulting ratio. 

Pay inequity, where women are traditionally paid 
esis for the same work (input), has been a 
thorny issue for women in some organizations. This 
inequity has led to the notion of “equal pay for work of 
equal value” when determining pay for female- versus 
male-dominated jobs (in some Canadian jurisdictions).?" 
As organizations grow internationally, they may have 
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management 


trouble determining pay and benefit equity/inequity highlights seven basic strategies for restoring equity: 
across national borders as cost of living and other local (1) alter one’s outcomes, (2) alter one’s inputs, (3) alter 
market factors affect the ratio of outcomes to inputs for the comparison other's outcomes, (4) alter the compar- 
employees in different locations. ison other's inputs, (5) change who is used as a compar- 
Figure 5.3 shows one equity situation and two ineq- ison other, (6) rationalize the inequity, and (7) leave the 
uity situations, one negative and one positive. A negative organizational situation, 
inequity (b) occurs when the individual perceives that An employee who receives a bonus that is smaller 
they are receiving less for the same level of input (or are than what the comparison other received, or who feels 


putting in more effort for the same level of outcome); for 


instance, non-smokers often resent their peers 
who smoke, because smokers take three or four 
15-minute breaks each workday but are paid the 
same amount as the non-smokers, who put in an 
extra hour of effort each day. A positive inequity 
(c) occurs when the individual perceives that 
they are receiving more than the comparison 
other for the same level of input (or are putting 
in less inputs for the same level of outcome), for 
instance, a male colleague who is paid a higher 
salary than a female in the same role. 


The Resolution of Inequity 


Once a person establishes the existence of a 
perceived inequity, they might use a number 
of strategies to restore equity. Equity theory 
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that they worked harder than their colleagues will per- 
ceive a negative inequity. That employee could (1) try 
to convince their supervisor to increase the bonus or 
recognize their work in another way; (2) decide to work 
less moving forward to bring their efforts in line with 
the bonus; (3) try to get the colleague’s bonus cut; 
(4) insist that the colleague take on a bigger part of the 
workload; (5) realize that they are lucky to get such a 
bonus in the first place, because their brother works 
longer hours at his job, earns less, and got no bonus 
at all: (6) re-assess their own contributions, and deter- 
mine that they were not giving enough credit to the col- 
league; or (7) quit. 

The selection of a strategy and the tactics used 
to reduce inequity is a sensitive issue with possible 
long-term consequences. In this example, a strategy 
aimed at reducing the comparison other’s outcomes 
(by trying to get the colleague’s bonus cut) may have 
the desired short-term effect of restoring equity but 
will reduce morale and productivity in the long term, 
and will likely lead to retaliation and increased con- 
flict. Equity theory only proposes that these are the 
mechanisms by which an individual will redress per- 
ceived inequities. It does not include a hierarchy pre- 
dicting which inequity reduction strategy a person will 
or should choose, but it is nevertheless a reminder 
of the importance of fairness. Worker 
compensation decisions 


tional commitment.”° 

Evidence shows strong support for equity theory's 
contention that undercompensated workers react with 
negative attitudes” and lowered performance.” How- 
ever, research does not appear to support the contention 
that employees who feel overcompensated will be moti- 
vated to restore equity by, for example, increasing their 
own inputs or decreasing their outcomes. People seem 
to be able to rationalize inequity in their own favour 
quite easily. 


hen 2,900 Sears Canada employees lost their jobs without 

severance pay, and lost all benefits and pension plans, 
43 of the company’s senior managers and 116 store managers 
received up to $9.2 million in bonuses. Sears Canada says that 
the bonuses were designed to “create appropriate incentives 
for management to stay and focus on operation and to maxi- 
mize value for all stakeholders,’ but the bonuses will be paid 
out regardless of whether Sears meets performance targets. 
Bankruptcy “retention bonuses” are common practice, but they 
create significant perceived inequities. 


SOURCE: K. Dangerfield, “Sears Managers, Executives Get $9.2M in Bonuses While 
Thousands Laid Off July 14, 2017, accessed from https://globalnews.ca/news/3598469/ 
sears-canada-lay-offs-management-bonuses, May 20, 2018. 


originally formed theory. In other words, they want the 
ratio between their outcomes to inputs to be equivalent 
to that of their comparison others, and feel distressed 
when under-rewarded, and guilt when over-rewarded. 
Benevolents are comfortable with an equity ratio less 
than that of their comparison other,” and mav be thought 
of as givers. Benevolents show less distress in inequitable 
situations and are more likely to engage in OCBs in a 
team environment. Entitleds are comfortable with an 
equity ratio greater than that of their comparison other, 
and may be thought of as takers. 

The equity sensitivity construct may also serve to 
explain how individuals differ in their perceptions of 


cule eres, New Perspectives on 


individual who prefers an equity Equity Theory: Equity 
ratio equal to that of their itivi 
comparison other. Sensitivity 


Equity theory has been revis- 
ited in light of new theories 
and research. One important 
theoretical revision proposes 
three types of individuals 
based on preferences for 
equity.’ Equity sensitives 
prefer equity based on the 


benevolent An individual 
who is comfortable with an 
equity ratio less than that of their 
comparison other. 


Fotolia.com 


entitled An individual who 
is comfortable with an equity 
ratio greater than that of their 
comparison other. 
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Entitleds place a higher emphasis on external 
tangible organizational rewards. 
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inputs and outcomes. For a task that is particularly chal- 
lenging, benevolents are more likely to perceive the 
satisfaction of accomplishing the challenge as an out- 
come thus not requiring any additional reward, while 
entitleds are more likely to perceive the higher level of 
work involved as an input, and expect to be compensated 
accordingly. Additionally, benevolents seem to put more 
emphasis on intrinsic outcomes at work whereas entitleds 
place a higher emphasis on external tangible organiza- 
tional outcomes such as pay.” Interestingly, there may 
be cultural Cif ees in gait Seu: One stu 


Equity theory has also been supplemented by 
research on other issues of organizational justice. Where 
equity theory focuses on distributive justice (fairness in 
who gets what), it appears that people are also sensi- 
tive to procedural justice (fairness in how things are 
done) and interactional Luster ls in how they 


eated are more 
, giving back to the people and 
gal : sen good to them. People who 
feel unifattfly treated are not only less likely to help others 
but also more likely to engage in theft,” sabotage,** and 
retaliation.” 

The general conclusion from equity theory is fairly 
straightforward: Treating employees fairly is critical to 
motivation. The application of equity theory, however, 
is significantly more challenging, particularly when 
considering the advice of needs-based motivational 
theories to customize rewards based on the individu- 
ese motivating factors. Organizations find 
sin apposition’ of trying to reward people dif- 
ased on needs) while trying to ensure that 
erences are fair (as per equity theory). Giving 
employees a choice of rewards and allowing them to 
choose which benefits are most valuable to them can 
help guard against perceived inequities,” and making 
the reward processes as transparent as possible can 
help to preserve equity as well as procedural and inter- 


actional justice. 


EXPECTANCY THEORY — 
A PROCESS THEORY 


While equity theory focuses on a social exchange, expec- 
tancy theory of motivation focuses on personal percep- 
tions of the performance process. This cognitive process 
theory is founded on two notions: First, that people 
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expect certain outcomes of behaviour and performance, 
which may be thought of as rewards or consequences 
of behaviour, and, second, that people believe there is 
a relationship between the effort they put forth, the per- 
formance they achieve, and the outcomes they receive. 

Expectancy theory attempts to explain why indi- 
viduals choose one behavioural option over another, 
and proposes that an individual will choose a certain 
behaviour because of their expectations about what the 
results of that behaviour will be.*! The motivation for the 
behaviour is determined by the desirability of the out- 
come. Expectancy theory has been used in a wide variety 
of contexts, including test-taking motivation among 
students.” 

The key elements of expectancy theory are expec- 
tancy, instrumentality, and the valence of an outcome. 
Expectancy is the belief that effort leads to perfor- 
‘mance (“If I try harder, I can do better”). Expectancy is 
usually based on past experience, self-efficacy, and the 
perceived difficulty of the goal.“ Instrumentality is 
the belief that performance is related to outcomes (“If 
I perform better, I will get more pay”). Instrumentality 
depends on a person’s level of trust in the one measuring 
performance and allocating rewards. Valence is the 
value or importance an individual places on a partic- 
ular outcome, and can be affected by individual values, 
needs, goals, and preferences. Valence can be positive 
or negative, depending on whether the person wants the 
outcome or not. Expectancy and instrumentality are atti- 
tudes, and valence is a value assessment. 

Expectancy, instrumentality, and valence all influ- 
ence a person’s motivation. Expectancy and_ instru- 
mentality concern a person's beliefs about how effort, 
performance, and rewards are related. While one person 
might believe that an increase in effort has a direct, 
positive effect on performance, another might have very 
different beliefs about the 
effort—performance link, 
The perceived relationship 
between effort and perfor- 
mance varies from person to 


procedural justice The 


outcomes are allocated in an 
organization. 


interactional justice 
Fairness in how people are 
treated. 


person and from activity to 
activity. In a similar fashion, 
people’s beliefs about the 
performance-reward link 
vary. From a motivation per- 
spective, it is the person's 
belief about the relation- 
ships between these con- 
structs that is important, 
not the actual nature of the 
relationship. 


effort leads to performance. 


that performance is related to 
outcomes. 


valence The value or 
importance one places ona 
particular reward. 
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instrumentality The belief 
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MOTIVATION THEORIES TIMELINE: EQUITY THEORY 
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The motivation that a person experiences can be 
describes as follows: 


Motivation = Expectancy X Instrumentality x Valence 


When deciding among behavioural options, an indi- 
vidual will select the option with the highest resulting 
level of motivation. Figure 5.4 models the expectancy 
theory notions of effort, performance, and rewards. 


AN EXPECTANCY MODEL FOR MOTIVATION 


Performance 


Theory X and 
Theory Y 


Masilow’s need 
hierarch 
McCielland’s need 


Expectancy theory 


Expectancy theory explains that it is important for 
employees to see a strong link between their efforts 
and results, to see that differential results lead to dif- 
ferent outcomes, and for those outcomes to be relevant 
to employees. Valence and expectancy are particularly 
important in establishing priorities for people pursuing 
multiple goals. Managers can take steps to enhance 
these links. To enhance expectancy, managers can match 


“What are my chances “What are my chances “What rewards do = 
of getting the job of getting the rewards | value?” 2 
done if | put forth the | value if | satisfactorily 5 
necessary effort?” complete the job?” 3 
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people to jobs and tasks and provide training, resources, 
ae supa so pe) ees SUENSE ono) can be successful. 


nance ler evels S. s. Managers 
can respond to strong, moder: ane =m performances 
differently. Managers should be sensitive to the valence 
of various rewards to individuals and do whatever is pos- 
sible to attach valued rewards to strong performance.“ 
This means the manager must be willing to treat people 
differently, e.g., rewarding one with time off and another 
with a bonus, keeping in mind the need to be seen as fair 
at the same time. 


Motivational Problems 


Expectancy theory attributes motivational problems to 
three basic causes: 


1. Disbelief in a relationship between effort and per- 
formance. If the motivational problem stems from 
low expectancy (i.e., the person does not believe 
that effort will improve performance), the solution 
is to show how an increase in effort or an alteration 
in the kind of effort put forth can be converted 
into improved performance. Training programs can 
help increase self-efficacy which, in turn, will help 
strengthen expectancy. 


i) 


the relationship 
between performance and rewards. 
Organizations must strive to ensure 
that compensation systems tie 
rewards to performance in order to 
reduce uncertainty in instrumen- 


tality. The person can be shown — 


if 
a he Y- 


ted into 


x that 


come have gained the rewards. 

3. Lack of desire for the rewards 
offered. A reward that is not valued 
is no reward at all. If the motiva- 
tional problem is related to the value 
placed on certain rewards, there are 
two possible solutions: to alter the 
value placed on the rewards or to 
alter the rewards themselves. 


Research results on expectancy theory have been 
mixed.” The theory predicts job satisfaction accurately, 
but its complexity makes it difficult to test the full 
model, and the measures of instrumentality, valence, and 
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You can motivate by 
fear, and you can 
motivate by reward. 
But both those 
methods are only 
temporary. The only 
lasting thing is self- 
motivation. 


—Homer Rice 


expectancy have only weak validity.* In addition, mea- 
suring the expectancy constructs is time consuming, and 
the values for each construct change over time for an 
individual. Finally, ory assumes the individual is 


con PREG tag 
probabilities and valnes, ronne rence responses. 
iy be more complex than people 
icantly ate 


Motivation and Moral Maturity 


Expectancy theory predicts that people will work to maxi- 
mize their personal outcomes, and so the theory cannot 
explain altruistic behaviour for the benefit of others. 
Therefore, it may be necessary to consider an individuals 
moral maturity in order to understand altruistic, fair, and 
equitable behaviour. Moral maturity is the measure of a 
persons cognitive moral development, which was discussed 
in Chapter 4. Morally mature people act and behave based 
on universal ethical principles, whereas morally immature 
people act and behave based on egocentric motivations.” 


> GOAL-SETTING THEORY — 


A NEEDS THEORY 


The social climate in the 1980s became 


short-term oriented, and goal-setting 
theories became popular again,  sig- 
nalling the return to a focus on clear 
objectives and tangible, numerical out- 
comes. Goal setting is the process of 
establishing desired results that guide 
and direct behaviour and is one of the 
most robust theories of motivation, with 
research strongly supporting its basic 
principles. According to this theory, 
people with specific, challenging goals will 
outperform those with general, “do your 
best goals” or no goals at all. The higher 
the goal, the better the performance; that 
is, people work harder to reach difficult 
goals, as long as they are committed to 
the goal and have the skills to achieve 
rie Goal- 
setting theory states that 
five goal-setting _ princi- 
ples can improve success: 
clarity, challenge, commit- 
ment, feedback, and task 
complexity, 


moral maturity The 


moral development. 


guide and direct behaviour. 
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establishing desired results that 
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Clarity 


Goals can be effective motivators only when they are 
specific. The SMART acronym is often used to create 
effective goals by ensuring that goals are: 
Specific—Goals must be clear and precise in order to 
focus one’s efforts. 


Measurable—Goals must be measurable in order to be 
able to track progress and know when success has been 
achieved. 


Achievable—Goals should 
but must be realistic and attainable in order to be 
motivational. 


stretch one’s abilities, 


Specific, challenging goals guide and direct behaviour. 
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MOTIVATION THEORIES TIMELINE: GOAL-SETTING THEORY 


Theory X and 
Theory Y¥ 


need 


eory 


Expectancy th 


Relevant—Goals must be worthwhile and valuable, or 
else they are not worth achieving. 


Time-bound—Goals must have a deadline or target date. 


Challenge 


People are motivated by challenging goals, but it is 
important not to set impossible goals. Challenge can arise 
from the complexity of the task itself, from the balance 
between pressure and performance, from timelines and 
deadlines for performance and even from competition 
from peers who are also attempting to accomplish their 
own goals. Research has found that the highest level of 
effort occurs when tasks are moderately difficult—not 
very easy, and not very hard.*! 


Commitment 


Goal commitment is the key component of motivation in 
goal-setting theory. An individual who is not truly com- 
mitted to a goal will lack the motivation to achieve it. An 
individual’s level of commitment can be influenced bv 
three factors:*” . 


1. The importance of the expected outcomes of goal 
attainment. If the goal is an absolute priority for an 
individual, they are more likely to be committed to 
its attainment. 
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2. If an individual believes very strongly that they 
are able to achieve their goal, more likely to be 


committed to its attainment. ae 


steps to raise the se linates 
estan acct ONT Ie 
models with whom the employee can identify, and 
expressing confidence in the employee. Interestingly, 
the mere fact of assigning a difficult goal in itself 
tends to raise self-efficacy because it is a sign that 
the manager believes in the employee*: and 


3. If an individual has made promises or commit- 
ments to others about a certain goal, they are more 
likely to be committed to its attainment. 


Being committed to a specific and ambitious goal that 
one has the ability to attain can affect outcomes in several 
ways:” Goals narrow one’s attention by directing efforts 
toward goal-achievement-related activities and away 
from non-goal-oriented activities; ambitious goals serve 
to increase effort, with high goals leading to greater effort 
than easily achievable ones. Goals also affect persistence, 
making individuals more willing to work through tempo- 
rary setbacks, and willing to spend more time working 
toward the goal. Finally, goals can create new habits and 
new cognitive processes, which can cause someone to 
develop or change their behaviours over the long term. 

Employee commitment to goals can be increased ina 
variety of ways: having subordinates participate in setting 
the goals so they feel ownership; getting the employee 
to make a public commitment to the goal”; having the 
leader provide an inspiring vision and behaving support- 


ively®; providing a clear rationale when assigning goals; 
and offering incentives. A large and difficult goal can be 
broken down into smaller, more immediate, and achiev- 


able goals. Providing ongoing feedback on progress is 


important in all cases. 


Feedback 


In addition to selecting the right goals, and being com- 


mitted to them, feedback is an important component of 


performance. Accurate and timely feedback allows one 
to gauge how well they are progressing toward their goal. 
It allows them to assess whether their current strategies 
are working effectively, or if they should re-evaluate 
their goals or behaviours. Feedback also allows managers 
to clarify expectations. Feedback may come from super- 
visors, or external parties, or may be a self-check. 


Task Complexity 


Research shows that people work harder to reach dif- 
ficult goals, as long as they are committed to the goal 
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and have the skills to achieve it.” Task complexity 
refers to how difficult a specific task is, as it pertains 
to the likelihood of successful achievement. Simply 
put, simple goals are more likely to be achieved than 
corhplex goals. And even when an individual com- 
mits to challenging, complex goals, it can be easy to 
become overwhelmed once the real work starts. When 
individuals attempt complex tasks, they are ineffective 
at discovering suitable task strategies and may easily 
become demotivated if they have no prior training or 
experience, if there is high pressure to perform well, 
and if there is a significant time constraint. In order 
to achieve complex tasks, they should be broken down 
into smaller, more manageable parts, where each part 
has its own specific goals. 


| > CULTURAL DIFFERENCES 
IN MOTIVATION 


workers.® These theories and practices propose that 
rewards should differ for different people, depending on 
their performance.” When researchers examine the uni- 
versality of these theories, they find cultural differences 
in the way people are motivated, especially in collectiv- 


istic cultures and those with low power distance, where 
the rule of equality (all should be treated the same) or 
the rule of need (people should be treated according to 
their needs) may prevail. 

North European countries, for example, have 
a greater level of collectivism (compared to North 
Americans). In the Netherlands, 19 percent of the 
workforce uses pay-for-performance reward systems, 
and this drops to only 4 percent of the German work- 
force.*! Swedes, who have low power distance, express 
a preference for allocation rules that favour equality, 
followed by needs, and only then merit, 
Americans favour the merit rule above all others and 
view the needs rule negatively.” In India, the order 
of preference was need, equality, and then merit.® 
Attempts to implement individual-based incentive 
plans that use individual performance appraisal as the 
criterion are often rejected in collectivistic, low power 


whereas 


distance cultures.* 

Even the goal-setting model of motivation is sub- 
ject to cultural influences. Although North Americans 
respond well both to participative and assigned goals (as 
long as they accept the reasonableness of those goals), 
a study comparing Israel and the United States showed 
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Sn cultura! differences in motivation, many countries 
attempt to motivate their Olympic athletes in the same 
way—by offering cash awards. Countries as varied as Taiwan, 


China, Russia, South Korea, Indonesia, Brazil, Canada, and the 
United States all reward medals with money. 


SOURCE: C. Leung, “Which Country Rewards Athletes Best for Olympic Success?” CNN, (August 2016) accessed from https://edition.cnn.com/2016/08/19/sport/olympic-rewards 


-by-country/index.html, May 25, 2018. 


that the performance of Israelis was significantly lower 
when goals were assigned to them than when they par- 
ticipated in setting the goals, but equal to the Americans 
when goals were participatively set. The Israelis are 


STUDY 
TOOLS 


IN THE BOOK YOU CAN ... 


[] Rip out the Chapter Review card at the end of the book 
to review Key Concepts and Key Terms. 


L] Take a“What about You?” Quiz related to material in 
the chapter. 


L] Read additional cases in the Mini Case and Shopify Running 
Case sections. 


WHAT ABOUT YOU? 


a more collectivistic and lower power distance culture 
and reacted much more negatively to goal assignment 
than the more individualistic, higher power distance 


Americans.” 


ONLINE YOU CAN ... 


(] Take a“What about You?” Quiz related to material in 


the chapter. 


L] Test your understanding with a quick Multiple-Choice 


Pre-Test quiz. 


L] Read the eBook, which includes discussion points for 


questions posed in the Cases. 


CL] Watch Videos related to chapter content. 


LJ Use the available Flashcards and Matching Quizzes to test 
your understanding of key terms and concepts. 


LJ See how much you've learned by taking a Post-Test. 


What’s Important to Employees? 


There are many possible job rewards that employees may receive. 
Listed below are 10 possible job reward factors. Rank these factors 
three times. First, rank them as you think the average employee 
would rank them. Second, rank them as you think the average 
employee's supervisor would rank them for the employee. 
Finally, rank them according to what you consider important. 
Your instructor has normative data for 1,000 employees and their 
supervisors that will help you interpret your results and place the 
results in the context of Maslow’s need hierarchy. 
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Employee 


Supervisor 


You 
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job security 


full appreciation of 
work done 


promotion and growth 
in the organization 


. good wages 


. interesting work 
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— — ___ 6, good working conditions 
_ a 7. tactful discipline 
= a _____ 8. sympathetic help with 
personal problems 
—— a _____ 9. personal loyalty to 
employees 
= — _____ 10. a feeling of being in 
on things 


SOURCE: “Crossed Wires on Employee Motivation,’ Training and Development 49 (1995): 59-60. American 
Society for Training and Development. Reproduced with permission of AMERICAN SOCIETY FOR TRAINING 
AND DEVELOPMENT (VA) in the format Textbook via Copyright Clearance Center, 


MINI CASE - 


Apply Your Understanding 
1 


What does expectancy theory suggest about the stag- 
nant levels of engagement and motivation in Canadian 
organizations? 


2. Using concepts from McClelland’s need theory, categorize 
the seven components of employee engagement. 


3. Using Theory X and Theory Y, which management style 
would lead to higher levels of engagement/motivation? 


i TT errr ccc c ccc ccc nena nn ee TE 2A 


hether employee engagement leads to motivation, or 

motivation leads to employee engagement remains 
unclear. What researchers know for certain, is that employees 
who report high levels of engagement demonstrate higher 
levels of Organizational Citizenship Behaviours (OCB), higher 
performance levels, have better working relationships, and 
lead to more satisfied customers than their less-engaged 
counterparts. Actively disengaged employees, on the other 
hand, lower department and organizational productivity, are 
often unwilling to do work beyond their job description, and 
are more likely to be involved in interpersonal conflict and 
dysfunctional work relationships. Surprisingly, research shows 
that disengaged employees do not simply leave the organiza- 
tion by quitting or through repeated absences — they remain 
and do lasting damage to relationships and productivity. 


Canadian organizations’ employee engagement scores (as 
measured by The Conference Board of Canada,) have been 
stagnant since 2010, and in some cases are declining. The 
report indicates that employee engagement scores dropped 
during 2008, most likely due to the recession, but despite 
improved economic conditions, reported levels of engage- 
ment have failed to rebound. Though higher than global 
averages, the majority of Canadians interviewed reported 
that engagement is a problem within their organization, 
and most believed that it was very important that their 
companies address employee engagement issues. 
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In a report released in 2016, The Conference Board of Canada 
describes seven factors that can influence an employee's reported 
level of engagement. In order of importance, these factors 
include: 1) confidence in senior leadership; 2) relationship with 
manager; 3) interesting and challenging work; 4) professional 
and personal growth; 5) acknowledgement and recognition, 

6) relationships with co-workers, and; 7) autonomy. 


The report found that the most engaged employees were those 
who occupied management positions, those who were new 

to the organization, those working for small businesses, and 
those working in the not-for profit sector. The least engaged 
employees were employees who had been with the organiza- 
tion for along time, technical and skilled trades, and federal 
government employees. 


SOURCE: http://www.psychometrics.com/wp-content/uploads/2015/04/engagement_study.pdf 


Apply Your Understanding 


1. What does Expectancy theory suggest about the 
stagnant levels of engagement and motivation in 
Canadian organizations? p) ane 
Using concepts from McClelland’s Need Theory, categorize 
the seven components of employee engagement. 
of 


C¢ 


. Using Theory X and Theory Y, which management 
style would lead to higher levels of engagement/ 
motivation? 
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SHOPIFY 


EMPLOYEE MOTIVATION WITH SPINIFY 


Motivating employees is one of the most important require- 
ments for success. It's also one of the most difficult aspects 
of management. In an effort to help their merchants be as 
successful as possible, Shopify offers a tie-in feature called 
“Spinify,” which is a sales tracker built right in to the Shopify 
platform. Spinify allows merchants to track customized per- 
formance metrics in real time, and display the resulting data 
in a fun and personalized way to help engage employees 
and help motivate performance. 


Spinify allows merchants to set custom performance tar- 
gets for employees, which can be anything the merchant 
wants; from phone calls rade, to units produced, to sales, 

to files opened or closed, to customer reviews. Any aspect 

of production that can be measured can be set as a per- 
formance target within Spinify. The program then creates 
leaderboards (a scoreboard, showing the names, and current 
scores of the leading competitors) to acknowledge and 
celebrate employees who move up the ranking based on 
those pre-set targets. Spinify also awards milestones, and can 
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RUNNING CASE 


allow members to earn points and badges as they progress 
through milestones. Spinify progress data is always available 
in real time so employees always know where they stand 
with respect to the competition. 


Spinify has a whole suite of tools designed to provide infor- 
mation about employee skills and weaknesses such as a per- 
formance grid that measures employee performance across 
two different attributes, and score cards to show employee 
achievements in activities, outcomes, and points and badges 
earned. These tools allow a customized managerial approach 
to coaching and motivating, and Shopify ho use 
Spinify report increases in performance metrics for individual 
and team targets. 


nerchants w 


Apply Your Understanding 


1. What need(s) from Maslow’s hierarchy are addressed 
using Spinify? 


N 


How can Spinify reduce perceived inequity 


3. How does Spinify conform to goal-setting theory? 


Paul McKinnon/Shutterstock.com 
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Stress and 
Well-Being at Work 


LEARNING OUTCOMES 


After reading this chapter, you should be able to do the following: 


Define stress, stressor, and distress. Describe the consequences of stress. 


* Compare four approaches to stress. Discuss individual factors that influence a person’s response 
é ‘ to stress and strain. 
- Explain the psychophysiology of the stress response. 

- Identify the stages of preventive stress management. 


_ Identify work and nonwork causes of stress. 


Explain the JDCS and ERI models that link stress to negative 
consequences. 


PRL OR ngp BRUISE TS PITT an serie tener mei Sai Hn 8 Rag AE LIMOS sect pe cca 


See the end of tis rapier for a list of available Study Tools, 
a “What about You?” Quiz, Mini Case, and the Shopify Running Case. 103 
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Stress is an important topic in organizational behaviour. 
It affects everyone and every organization on a regular 
basis. It influences each person’s quality of life and a 
wide variety of behaviours significant to an organiza- 
tion’s success including productivity, turnover, employee 
satisfaction, and absenteeism. It is important to under- 
stand stress so that you can learn to manage your stress 
and that of others. A 2017 survey found that 25 percent 
of Canadians have left their jobs because of (negative) 
stress and another 17 percent are considering doing so.’ 


® WHAT IS STRESS? 


Stress has many interpretations: even stress experts 
do not agree on its definition. Stress carries a negative 
connotation Has some people, as though it were to be 


ance We renee stress, OY ihe Sess response, as 
ious preparation to fight or flee that a person 
experiences when faced with any demand.’ A stressor, 

or demand, is the person or event that triggers the stress 
response. Distress or strain refers to the adverse psy- 
chological, physical, behavioural, and organizational con- 
sequences that may occur as a result of stressful events. 


Stress—A Worldwide Issue 


Stress is a common work phenomenon 
and a costly one. _ Fifty- eight percent of 
Canadians report t feeling overworked.* 
In 2001 one in four Canadian workers 
worked over 50 hours a week. In 2014, 
4 percent of Canadians worked very 
long hours; however, this is less than the 
OECD Better Life Index’s average of 
9 percent.” Stress-related absences cost 
Canadian employers billions of dollars 


each year. 
stress The unconscious Stress affects all sectors, as 
preparation to fight or flee that a shown inGenadon research 


person experiences when faced 
with any demand. 


stre 


dist 


as sawmill ner d ee 


: ssor bs person or event staff,’ and financial services 
that triggers the stres ; 

99 eusopenee workers.° 

ress The adverse Increasing levels of 


psychological, physical, 
behavioural, and organizational 
consequences that may arise as a 
result of stressful events. 
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work stress seem to be a 
global concern. European 
studies show that stress is 
the second most common 


work-related health problem 


in Distress. 
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Stress is a common 
work phenomenon 


and a costly one. 
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(affecting 28 percent of workers and second only to 
backache).!° The majority of European employees report 
working at high speeds or under tight deadlines more 
than 50 percent of the time and this percentage has 
increased significantly since the 90s." In Australia, com- 
pensation claims due to work stress increased 62 percent 
from 1996 to 2003.2 Stress has become an increasing 
concern in Cc hinese”® ane South Disco Mee In 


agreement was a catalyst for awareness and action in a 
broad spectrum of countries, each of which took its own 
approach.'° The United Kingdom’s Health and Safety 
Executive created an extensive management education 
system called the Management Standards approach, cre- 
ating and distributing training materials to enhance the 
awareness of stress issues and the understanding of suit- 
able organizational actions ion eae and eee 
with stress.'® It has er stress code that requi 

employers to protect nepal Srsvepmmasane stress 


legal action.” Some of those standards are illustrated 


later in the chapter. 

An important advancement in understanding stress is 
the increasing realization that individual interventions are 
not sufficient, and stress is something that can and should 
be tackled by organizations. For example, the World 

Health Organization (WHO) has said that 
“Most éPite causes ofsvorkiatiess concern 


a FOUR APPROACHES 
TO STRESS 


One of ie piamaers of stress research was 


dian ve, who is noted as one 
of the most ae scientists of all time." It was Selye 
who popularized the now common understanding that 
chronic stress increases vulnerability to health problems. 
According to Selye, stress is the nonspecific response 
of the body to demands put on it,”? whether those are 
pleasant demands (such as preparing for a birth) or 
unpleasant ones (such as awaiting a critical performance 
review). Later researchers defined stress differently 
than Selye, however, so we will review four different 
approaches to defining stress: the homeostatic/medical, 
cognitive appraisal, person—environment fit, and psycho- 
analytic approaches. 
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he charity Jack.org was started in 2010 by the parents of 

Jack Windeler who died by suicide at age 18 in his first year 
at Queen's University. His parents wanted to make sure that 
resources would be available to help students and to prevent 
such tragedies. Jack.org’s vision is “a Canada where all young 
people understand how to take care of their own mental health 
and look out for each other. A Canada without shame, and 
where all those who need support get the help they deserve. 
With thousands of young leaders across every province and 
territory in Canada, we're only just getting started.’ In 2018, the 
Canadian government made a $50,000 donation to Jack.org in 
honour of the birth of Prince Louis of England. 


Universities and colleges are coming together to address 
students’ stress. (See the Self-Assessment at the end of the 
chapter to examine your stressors.) In a 2016 survey, 15 percent 
of Ontario postsecondary students reported they'd been treated 
for depression or diagnosed with it in the previous year. For 
anxiety, the figure was 18 percent. This is an increase from 2013, 
when 10 percent of students reported depression and 12 per- 
cent reported anxiety. In response, half of Canadian universities 
have created drop-in opportunities for students to relax with 
therapy dogs. Other responses include video counselling and 
24-hour crisis lines. 


SOURCES: “Jack.org 101,’ accessed from https://jack.org/About/Jack-org-101 and “About,’ accessed from https://jack.org/About/Our-History, July 20, 2018. Reprinted by permission of 
Jack.org; Wendy Glauser, “Postsecondary Campuses Responding to Record Anxiety and Depression Levels,’ CMAJ (189) December 4, 2017: £1501-2, accessed from http://www.cmaj 


.ca/content/cmaj/189/48/E1501 full.pdf, July 20, 2018. 


The Homeostatic/Medical Approach 


Walter Cannon was the first to describe the “emer- 
gency response” as an animal's response to threat. This 
is the basis of our current concept of the fight-or-flight 
response. According to Cannon, stress results when an 
external, environmental demand upsets the person’s nat- 
ural steady-state balance.” He referred to this steady- 
state balance, or equilibrium, as homeostasis. Cannon 
believed the body was designed with natural defence 
mechanisms to keep it in homeostasis. He was especially 
interested in the role of the sympathetic nervous system 
in activating a person under stressful conditions. 


The Cognitive Appraisal Approach 


Richard Lazarus was more concerned with the psy- 
chology of stress, emphasizing instead the psychological 
and cognitive aspects of the response.”’ Like Cannon, 
Lazarus saw stress as a result of a person—-environment 
interaction, yet he emphasized the person's cognitive 
appraisal in classifying persons or events as stressful or 
not. Individuals differ in their appraisal of events and 
people. Perception and cognitive appraisal are impor- 
tant processes in determining what is stressful. For 
example, people who are higher in neuroticism (or lower 
in emotional stability, as described in Chapter 3, when 
discussing the Big Five personality characteristics), seem 
to have a propensity to perceive threat. Given the same 
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situation, those who make a threat appraisal and those 
who make a challenge appraisal react with different 
physiological patterns to the stressor and experience 
different emotions.” In addition to cognitive appraisal, 
Lazarus introduced the concepts of problem-focused 
and emotion-focused coping. Problem-focused coping 
emphasizes managing the stressor, and emotion-focused 
coping emphasizes managing individual response. 


The Person—Environment Fit Approach 


Robert Kahn was concerned with the social psychology 
of stress, so his approach emphasized how confusing 
and conflicting expectations of a person in a social role 
create stress for the person.” He extended the approach 
to examine a persons fit in the environment. A good 
person-environment fit occurs when a person’s skills and 
abilities match a clearly defined, consistent set of role 
expectations. Stress occurs when the role expectations 
are confusing and/or conflict with a person's skills and 
abilities. After a period of such stress, the person can 


expect to experience strain, for example, depression. 


The Psychoanalytic Approach 


Harry Levinson defined stress 
based on Freudian psycho- 
analytic theory.*° Levinson 
believed that two elements 


homeostasis A steady 


equilibrium. 
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ego-ideal The embodiment of 
a person's perfect self. 


self-image Howa person sees 
him- or herself, both positively 
and negatively. 
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of the personality interact to cause stress. 
The first element is the ego-ideal—the 
embodiment of a person’s perfect self. 
The second element is the self-image— 
how the person really sees him- or herself, 
both positively and negatively. Although 
not sharply defined, the ego-id 


butes 


6 


tive or distasteful qualities. Stress results 
from the discrepancy between the ide- 
alized self (ego-ideal) and the real self- 


image; the greater the acy, the 
more stress a person experiences. More 
generally, psychoanalytic theory helps 
us understand the role of unconscious 
personality factors as causes of stress 
within a person. 


THE STRESS 
RESPONSE 


Whether activated by an ego-ideal/self-image discrep- 
ancy, a poorly defined social role, cognitive appraisal sug- 
gesting threat, or a lack of balance, the resulting stress 
response is characterized by a predictable sequence of 
mind and body events as first observed by Selye. The 
stress response begins with the release of chemical mes- 
sengers, primarily adrenaline, into the bloodstream. 
These messengers activate the sympathetic nervous 
system and the endocrine (hormone) system. These two 
systems work together and trigger mind-body changes 
to prepare the person for fight or flight. 

In preparing to fight—or flee—the body (1) redirects 
blood to the brain and large-muscle groups; (2) increases 
alertness through improved vision, hearing, and other 
sensory processes; (3) releases glucose (blood sugar) and 
fatty acids into the bloodstream to sustain the body during 
the stressful event; and (4) suppresses the immune system 
as well as restorative and emergent processes (such as 
digestion). 

As the body responds, the person shifts from a neu- 
tral posture to an offensive posture. The stress response 


can be very functional in 
preparing a person to handle 
legitimate emergencies 
through peak performance. 
It is neither inherently bad 


nor necessarily destructive. 
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Prolonged stress 


is dangerous. For 


now shows that 
stress plays a role 
in triggering or 
worsening depression 
and cardiovascular 
disease and in 
speeding the 
progression of HIV/ 
AIDS. 
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However, prolonged stress is dan- 
gerous. For example, research now shows 
that stress plays a role in triggering or 
worsening depression and cardiovascular 
disease and in speeding the progression 
of HIV/AIDS.” 


SOURCES OF WORK 
STRESS 


example, research 


We pys 
the workplace. An example of an external 
pressure is when a working mother or 
father is called at work to come pick up 
a sick child from daycare. Therefore, the 
two major categories of sources of work 
stress are the work demands and nonwork 


demands shown in Table 6.1. 


Work Demands 


Change Role conflict: 
Lack of control e Interrole 
Career progress e Intrarole 
New technologies e Person-role 
Time pressure Role ambiguity 


Emotional toxins Extreme environments 


Sexual harassment Strenuous activities 
Poor leadership Hazardous substances 
Global travel 


Family expectations Workaholism 


Child-rearing/daycare 
arrangements 


Civic and volunteer work 


Traumatic events 
Parental care 


Zs 
m 
- 


TASK DEMANDS We have already seen that an inten- 
sification of work seems to have occurred for many, 
whether this is in workload, responsibilities, or time 
pies Globalization is creating dramatic changes at 
work, cz causing on-the-job pressure and stress.”* Change 
leads to uncertainty in a person's daily tasks and activi- 
ties, and may be caused by job insecurity related to dif- 
ficult economic times. . 

Technological innovation creates change and uncer- 
tainty for many employees, requiring additional training, 

education, and skill development. Additionally, new 

technologies create both career stress and “technostress” 
for people at work who wonder if “smart” machines will 
replace them.” Although they enhance the organization’s 
productive capacity, new technologies may be viewed as 
the enemy by emplovees who must ultimately learn to 
use them. This creates a real dilemma for management. 

Intended to make work easier and more convenient, 
information technology may have a paradoxical effect 
and incur stress rather than relieve it, especially if it 
blurs the line between work and private life; for example, 
leading people to think they need to respond to those 
late-evening e-mails from work. 

Lig a second major task-related source 
of stress, especially in work environments that are diffi- 
cult and psychologically demanding. The lack of control 
may be caused by the inability to ( (i infl re tim 

bs, (2) @ eaonanierny 

accomplishing the work, (3) SPECTER inh 

ence work outcomes, and (4) exercise direct action to 
affect the work outcomes. 

Concerns over career progress and time pressures 

(or work overload) are two additional task demands 

triggering stress for the person at work. Career stress 


Firefighters have to overcome the anatomical 
response that pushes them to flee and make 
running into the burning building a conditioned 
response. 
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has occurred in many organizations as the middle- 
manager ranks have been thinned due to mergers, 
acquisitions, and downsizing during the past two 
decades.” Leaner organizations, unfortunately, mean 
overload for the employees who remain. Fewer people 
doing the same amount (or more) of work creates 
time pressure, a leading cause of stress often associated 
with work overload. It may also result from poor time 
management skills. 

Not all task demands are negative. Challenge 
stressors that promote personal growth and achievement 
are positively related to job satisfaction and organiza- 
tional commitment.” 


ROLE DEMANDS The social-psychological demands 
of the work environment may be every bit as stressful 
as task demands at work. People encounter two major 
categories of role stress at work: role conflict and role 
ambiguity. Role conflict results from inconsistent or 
incompatible expectations communicated to a person. 
The conflict may be an interrole, intrarole, or person— 
role conflict. 

Interrole conflict is caused by conflicting expecta- 
tions related to two separate roles, such as employee 
and parent. For example, the employee with a major 
sales presentation on Monday and a sick child at home 
Sunday night is likely to experience interrole conflict. 
Work-family conflicts like these can lead individuals to 
withdrawal behaviours.* 

Intrarole conflict is caused by conflicting expec- 
tations related to a single role, such as employee. For 
example, the manager who presses employees for both 
very fast work and high-quality work may be viewed at 
some point as creating a conflict for employees. 

Ethics violations are likely to cause person-role con- 
flicts. Employees expected to behave in ways that violate 
personal values, beliefs, or principles experience con- 
flict. Person—role conflicts and ethics violations create a 
sense of divided loyalty for an employee. 

The second major cause of role stress is role ambi- 
guity. Role ambiguity is the confusion a person expe- 
riences related to the expectations of others. Role 
ambiguity may be caused by not understanding what is 
expected, not knowing how to do it, or not knowing the 
result of failure to do it. For example, a new magazine 
employee asked to copyedit a manuscript for the next 
issue may experience confusion because of lack of famil- 
iarity with copyediting procedures and conventions for 
the specific magazine. 

The case Zorn=Smith vs the Bank of Montreal exem- 
plifies the stress caused by task and role demands, the 
impact on the employee, and the trouble it can lead to 
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Role conflict and spillover can cause significant stress. 


for the employer. It is a sad story of a hard-working, com- 
mitted long-term employee who ended up depressed 
and jobless. Zorn-Smith was originally pressured to take 
a promotion although she was not provided with the 
necessary training, then required to perform at a high 
level and supervise others despite the lack of training. 
Asking for a demotion due to the stress, she then had to 
cover for her replacement, who went on leave.** Zorn- 
Smith took sick leave and then was terminated when 
she refused to do part-time work. The court hearing the 
case ordered BMO to pay wrongful dismissal damages as 
well as damages for creating the work environment that 


led to her mae ce i ee the 
py he of an emy a 


was predicta es 

come ... 1 en nara rae con a ct is Sueoneny 
cause Ag Susanne Zorn-Smith’s adjustment disorder with 
depressed and anxious mood.”® 


INTERPERSONAL DEMANDS Emotional toxins, such 
as sexual harassment and poor leadership in the orga- 
nization, are interpersonal demands for people at work. 
Emotional toxins are often generated at work by abra- 
sive personalities.*° These emotional toxins can spread 
through a work environment and cause a range of dis- 
turbances. Even emotional dissonance can be a cause of 
work stress.” ’ Organizations are increasingly less tolerant 
of sexual harassment, a gender-related interpersonal 
demand that creates a stressful working environment 
both for the person being harassed and for others. The 
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vast majority of sexual 
harassment is directed at 
women in the workplace 
and is a chronic yet prevent- 
able workplace problem.” 
Poor leadership in orga- 
nizations or excessive, 
demanding management 
styles or leadership styles 
mismatched to employees 
are leading causes of work 
stress for employees. 
Employees who feel secure 
with strong, directive lead- 
ership may be anxious with 
an open management style. 
Those 


participative leaders may 


comfortable with 


Cultura Creative (RF}/Alamy Stock Photo 


feel restrained by a direc- 
tive style. Trust is an impor- 
tant characteristic of the 
eader—follower interpersonal relationship, so a threat to” 
annals peaeonner, with their supervisor may be espe- 
cially stressful.*° Functional diversity in project groups 
also causes difficulty in the establishment of trusting 


relationships, thus increasing job stress, which leads to 
lower cohesiveness within the group.” 

While workers in construction and manufacturing 
jobs can easily identify on-site risks to their health and 
safety, office emplovees often consider their work spaces 
safe havens. However, many offices cause stress and 
other health problems in a number of unexpected ways. 


The close quarters of office buildings expose employees 


Fb, WHO's Special Programme 
on Health and Environment has 
identified noise and occupational 
nea? “vl sl 


way via) 


FA ] health concerns across all nations. 

According to the WHO, one of the 
most disturbing aspects of noise is chronic exposure. The 
chronic din of construction sites, airports, and even leaf blowers 
triggers the stress response with all of its associated “fight- 
or-flight” hormones. Urban, occupational, and everyday noise is 
often under the radar, yet it has a constant wear and tear effect 
on a person's mind and body. While the chronic exposure to 


noise is unlikely to be lethal, it does lead to fatigue, irritability, 
and poor concentration along with sleep disturbance. 


SOURCE: R, Weiss, “Health,” The 1007): F-1 


shington Post (5 June 2 


‘ 


to i do tagious diseases. Poor or abu- 
sive management causes psychological stress and can 
increase the risk of cardiovascular disorders. Working 
55 or more hours a week exposes workers to the risk 
of diminished capacity in memory and mental tasks. 
; y- 
Computerized work places the entire muscular-skeletal 
system under stress. Inadequately designed chairs and 
poor posture put stress on the lower vertebrae, while 
repetitive actions such as typing can damage the upper 
arms and hands. Finally, inactive office work often results 


_ depression." 

Canadian law is increasingly recognizing the link 
between interpersonal treatment at work and stress. 
Nancy Sulz was awarded nearly $1 million in damages 
when her mental health was damaged by her RCMP 
superiors’ treatment of her.*” Workers exposed to harass- 
ment and bullying are now protected by provincial anti- 
harassment legislation in Quebec (2002), Saskatchewan 
(2007), and Ontario (2010), 


BI and other con 


WO 


PHYSICAL DEMANDS Extreme environments, stren- 
uous activities, hazardous substances, and global travel 
create physical demands for people at work. One cross- 
cultural study that examined the effects of national 
culture and ambient temperature on role stress con- 
cluded that ambient temperature does affect human 
well-being, leading to the term sweat shop for inhumane 
working conditions.*» The unique physical demands of 
work are often occupation-specific, such as the risk of 
gravitationally induced loss of consciousness for military 
pilots flying high-performance fighters“ or jet lag and 
loss of sleep for globe-trotting CEOs. Despite the fact 
that there are many positive aspects to business travel, 
the associated demands are increasingly recognized as 


sources of stress.*° Some organizations are now relying 
m ology for meeting to reduce travel costs, 


environmental costs, and stress. 

Office work has its physical hazards as well. Noisy, 
crowded offices, such as those of some stock broker- 
ages, can prove stressful as well as harmful. Working 
with a computer can also be stressful, especially if 
the ergonomic fit between the person and machine 
is not correct. Eyestrain, neck stiffness, and arm and 
wrist problems may result. Office designs that use 
partitions rather than full walls may create stress, by 
offering little privacy for the occupant and little pro- 
tection from interruptions. Open plan offices, while in 
vogue, have been found to increase the cognitive load 
on workers through high density or low privacy, both 
of which increase distraction. As a result, employees 
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collaborate less and suffer strain more. In an intriguing 
recent study, researchers found that open plan offices — 
subtly promoted sexism.*° They note “many women 
became hyper-aware of being constantly watched and 
their appearance constantly evaluated; multiple women 
told them that ‘there isn’t anywhere that you don't feel 
watched.’ Of the men interviewed, there was no evi- 
dence they felt similarly or changed their actions as a 
result of the lack of privacy.” Both these studies high- 
light how office space design can have a notable impact 
on an individual's stress at work. 


Nonwork Demands 


Nonwork demands also create stress for people, which 
may carry over into the work environment, or vice 
versa.** Nonwork demands may broadly be identi- 
fied as home demands from an individual’s personal 
life environment and personal demands that are 
self-imposed. 


HOME DEMANDS The wide range of home and family 
arrangements in contemporary Canadian society has 
created great diversity in the home demand arena. Tra- 
ditional families may experience demands that create 
role conflicts or overloads that are difficult to manage. 
For example, the loss of good daycare for children may ‘ 
be es -career and single-parent 
families.” The tension between work and family may 
lead to a real struggle to achieve balance in life. As a 
result of the maturing of the Canadian population, an 
increasing number of people face the added demand of 
parental care. Even when a person works to achieve an 
integrative social identity, integrating many social roles 
into a “whole” identity for a more stress-free balance in 
work and nonwork identities, the process of integration 


is not an easy one.” 


PERSONAL DEMANDS Self-imposed, 
demands are the second major category of nonwork 
demands identified in Table 6.1. Although  self- 
imposed and personal, these demands contribute to 
work stress on the job. Workaholism may be the 
most notable of these demands that causes stress for 
people at work and has been identified as a form of 
addiction.*! Some of the early warning signs of worka- 
holism include over-commitment to work, inability to 
enjoy vacations and respites from work, preoccupation 
with work problems when 
away from the workplace, 
and constantly taking work 
home on the weekend. 
Another type of personal 


personal 


workaholism An imbalanced 
preoccupation with work at the 
expense of home and personal life 
satisfaction. 
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demand comes from civic activities, volunteer work, 
and nonwork organizational commitments, such as 
in religious and public service organizations. These 
demands become more or less stressful depending on 
their compatibility with the person’s work and family 
life and their capacity to provide alternative satisfac- 
tions for the person. 


TWO MODELS LINKING STRESS 
SOURCES TO NEGATIVE 
CONSEQUENCES 


The many sources of stress described above have been 
pulled together by two comprehensive models: the job 
demand-control-support model and the effort—reward 
imbalance model. 


Job Demand-Control-Support Model 


Karasek’s job demand-control-support model 
(JDCS) asserts that high demands (work or nonwork), 
low control, and low support all contribute to strain, and 
strain can be modified or prevented by altering these 
factors. In its original form, the model focused only on 
the stress related to job demands and level of control a 
worker has over the job. If a worker has a heavy work- 
load, the work is complex, and there are deadlines to 
meet, that job is high in demands. If the worker has a 
lot of decision latitude—able to decide how, when, and 
what to do—Karasek believed that control would make 
the high demands more bearable. Job strain is created 
when the high demands are intensified by low control, 
having to meet expectations but unable to control the 
situation.’ Research supports this claim, showing that 
high demands combined with low control increase 
the risk of physical and mental health conditions. 
Chronic job strain is a predictor for initial® and recur- 
rent™ heart attacks.” A study of BC sawmill workers 
showed that high psycho- 
logical demands were asso- 


A longitudinal study of Finnish dentists found that job 
demands predicted burnout and depression.” 

The importance of the eontrol aspect bf the model 
is clear in the finding that voluntary overtime is not seen 
as "mens is no rete AMAA: 


satisfaction.”? A ony cual ae leaders of ae hun- 
dred addiction treatment centres found that the emo- 
tional exhaustion associated with the high demands in 


their job was decreased if their centres engaged inlong- ¢ 


0 


Firefighters all face stressful critical events on a regular 
basis. The Sener AN 
the resources rorelaines snininenel Those 
units with good resources (e.g., quality and availability 
of apparatus, tools, support services, and informa- 
tion) have a significantly lower level of drinking, likely 
because the greater resources give the firefighters a 


greater sense of control.*! 

The support dimension of the Karasek model was 
added later when it became clear that low support at 
work can magnify the strain in a high demand/low con- 
trol job but also that low support on its own can be very 
stressful. A study of 14,000 Belgian men over three years 
showed that those with low social support at work expe- 
rienced a higher risk of coronary heart disease.” Nurses 
given support from their coworkers and supervisors 
experience less fatigue and higher intrinsic motivation 
when job demands increase.® Research with Canadian 
prison employees showed that if people feel supported 
by coworkers, they were less likely to suffer psycholog- 
ical stress when exposed to injustice.™ 


Effort-Reward Imbalance Model 


Siegrist’s model attributes job strain to a combina- 
tion of high effort and low reward.® Like the ineq- 
uity model of motivation discussed in Chapter 5, the 
effort-reward imbalance model (ERI) is a reci- 
procity model that says people look for a balance between 


what they put out and what they receive in return. In the 


job demand-control- ERI model, if 


support model 

(JDCS) This stress model 
asserts that high demands, low 
control, and low support all 
contribute to strain. 


ciated with a higher risk of : 
neurotic disorders.% Data little ! Lan | 

coat tina sna aOe. The ERI Pedal eyes that the 
effort may arise from external sources (time pressure, 
workload, interruptions, responsibilities) but may also be 
generated internally (by a worker’s need to surpass him- 
or herself, need for approval, and satisfaction from tack- 
ling challenging situations). Low rewards can arise from 
low wages, being treated with a lack of respect or esteem 


from a Canadian mental 
health survey showed that 
those who reported high 
demand and low control in 
the workplace were more 
likely to have had depres- 
sion or anxiety disorders.” 


effort-reward imbalance 
model (ERI) This stress model 
attributes strain to a combination 
of high effort and low reward. 
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THE COSTS OF AN UNHEALTHY WORKPLACE 


3 X heart problems 


2 X substance abuse 


low reward 


2 X to 3 X injuries 


2 X to3 & infections 


3 X back pain 


2 X to3 X conflicts 


2 x to 3 X mental health problems 


SOURCE: © Ail rights reserved. Best Advice on Stress Risk Management in the Workplace. Dr. Martin Shain, in close consultation with Health Canada, 


AON Consulting Inc and CHC Working Well, 2000. Adapted and reproduced with permission from the Minister of Health, 2018, 


for the work, job insecurity, and lack of career opportuni- 
ties. Reducing or preventing strain can be achieved if the 
organization modifies the efforts required and improves 
the rewards offered, thereby righting the balance. 

The ERI model helps explain the high stress level 
in many service jobs because of the high effort involved 


and the fact that many interactions are 
not rewarding. The self-control involved 
in service jobs requires significant effort 
that is often not matched by appreciation 
from customers. This imbalance can be 
associated with emotional exhaustion and 
anxiety.” 

The ERI model has strong research 
support, demonstrating that a high 
effort-reward imbalance is associated 
with higher risk for depression, anxiety, 
and psychotropic drug consumption”; 
cardiovascular disease®; and neck and 


69 


back injuries. 


The ERT and JDCS models are not 


can com- 

er. A Canadian study 

showed that the two models together 
were a better predictor of self-reported 
health status in a group of BC workers 
than either model alone.” An interesting 
addition to the recent research literature 


mut 
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An organization 
striving for high- 
quality products and 
services needs a 
healthy workforce 
to support the 
effort. Eustress is 
a characteristic 
of healthy people; 


distress Is not. 
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5 X certain cancers 


environment. 

Some managers and executives thrive under pressure 
because they practise what world-class athletes already 
know.” that bringing mind, body, and spirit to peak con- 


is the evidence that perceived 
unfaimess can be a significant 
contributor to 
stress." Injustice could be inter- 


experienced 


preted as a lack of control, a lack 
of support, or a lack of reward so 


it fits into either model. 

Figure 6.1 is a summary 
from Health Canada of the 
link between negative effects 
from constant exposure to high 
demands and low control, or high 
effort and low rewards in the 
workplace.” 


|) THE POSITIVE 


CONSEQUENCES 
OF STRESS 


So far our discussion has focused on the link between 
stress and negative consequences, e.g., medical, per- 
formance, and behavioural problems. Stress may be 
positive, however, creating a healthy, thriving work 


dition requires recovering energy, which 
is as important as expending energy. Hence, 
world-class athletes and managers get 
high marks on any “stress test” because 
they use stress-induced energy in posi- 
tive, healthy, and productive ways. The 
consequences of healthy, normal stress 
(called eustress, for “euphoria stress”) 
include a number of performance and 
health benefits to be balanced against the 
more commonly known costs of individual 
and organizational distress. An organiza- 
tion striving for high-quality products and 
services needs a healthy workforce to sup- 
port the effort. Eustress is a characteristic 
of healthy people; distress is not. 

Positive stress can bring perfor- 
mance and health benefits. The Yerkes- 
Dodson law, shown in Figure 6.2, 
indicates that stress leads to improved 
performance up to an optimum point.” 
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YERKES-DODSON LAW : 


Performance arousal 


High 


Low 


Low 
(distress) 


High 
(distress) 


Optimum 
(eustress) 


Stress level 


Optimum 
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Boredom from Conditions Distress 
understimulation stress load perceived from 
as stressful overstimulation 


Beyond the optimum point, further stress and arousal 
have a detrimental effect on performance. Therefore, 
healthy amounts of eustress are desirable to improve 
performance by arousing a person to action. It is in the 
mid-range of the curve that the greatest performance 
benefits from stress are achieved. You can likely recall 
instances where you have produced some of your best 
work or come up with a great idea when “under the 
gun.” Adrenaline can be a great motivator. The stress 
response does provide momentary strength and phys- 
ical force for brief periods of exertion, thus providing 
a basis for peak performance in athletic competition or 
other events. 


® INDIVIDUAL DIFFERENCES IN THE 
STRESS—STRAIN RELATIONSHIP 


Individual differences play a central role in the stress— 
strain relationship. The weak organ hypothesis in medi- 
cine, also known as the Achilles’ heel phenomenon, 
suggests that a person breaks down at their weakest 
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point. Individual differences, such as negative affectivity 
and Type A behaviour pattern, enhance vulnerability to 
strain under stressful conditions. Other individual differ- 
ences, such as personality hardiness, self-esteem, self- 
efficacy, and self-reliance, reduce vulnerability to strain 
under stressful conditions. 


Self-Esteem, Self-Efficacy, and Negative 
Affectivity 


Several personality characteristics discussed in Chapter 3 
are linked to stress vulnerability. Self-esteem (feelings 
of personal worth) and self-efficacy (belief in personal 
capability to meet demands) seem to buffer people from 
stress whereas negative affectivity seems to make stress 
more likely. 

Those with high self-esteem react differently 
to stressors and are ultimately less harmed” than 
those with low self-esteem because they appraise the 
situation differently and use more effective coping 
strategies. For example, in a study that experimen- 
tally induced rejection from an online “date,” those 
with low self-esteem showed greater cortisol reactivity 
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(a physiological measure), appraised themselves more 
negatively, made more self-blaming attributions, and 
were more likely to derogate the rejecter.” 

The fact that self-efficacy is associated with lower 
levels of stress is not surprising since it suggests a 
greater sense of personal control. Research in China 
showed that primary and secondary school teachers 
with high self-efficacy were less stressed and were 
more likely to use active coping and positive thinking 
strategies whereas those with low self-efficacy were 
more likely to use emotion-focused coping.” When 
those with high self-efficacy are given greater job con- 
trol, it reduces their stress level, whereas greater job 
control can actually be stressful for those with low 
self-efficacy.” 

People with negative affectivity (tendency to accen- 
tuate the negative aspects of the world around them) 
seem to be sensitized to experience threat and respond 


strongly to it. Physiological measures show that those 
with high negative affectivity show greater muscle ten- 
sion during stress and are slower to recover normal 
muscle tension and skin temperature after the stress is 
over than those low on negative affectivity.° Those with 
high negative affectivity are also more likely to react to 
stress with counterproductive work behaviours (harming 
the organization or its members) because they get angry 
more easily and tend to be impulsive.*! Not surprisingly, 
the other personality characteristic that predicts coun- 
terproductive work behaviours in response to stress is 


low conscientiousness. 


Type A Behaviour Pattern 


Type A behaviour pattern is also labelled coronary-prone 
behaviour.” Type A behaviour pattern is a combi- 
nation of personality and behavioural characteristics, 
including competitiveness, time urgency, social status 
insecurity aggression, hostility, and a quest for achieve- 
ments. The main indicators of Type A behavioural pat- 
tern are (1) a sense of time urgency (a kind of “hurry 
sickness”); (2) the quest for numbers (success is mea- 
sured by the number of achievements); (3) status inse- 
curity (feeling unsure of yourself deep down inside); and 
(4) aggression and hostility expressed in response to frus- 
tration and conflict. There are two primary hypotheses 
concerning the lethal part of the Type A behaviour pat- 
tern. One hypothesis suggests that the problem is time 
urgency, whereas the other hypothesis suggests that it is 
hostility and aggression. The weight of evidence suggests 
that hostility and aggression, not time urgency, are the 


lethal agents.™ 
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The alternative to the Type A behaviour pattern 
is the Type B behaviour pattern. People with Type B 
Ss aoe are aay free oF the cn A ite 


personalities, Orenetions can also be characterized 
as Type A or Type B.* Type A individuals in Type B 
organizations and Type B individuals in Type A orga- 
nizations experience stress related to a misfit between 
their personality type and the predominant type of the 
organization. 


Type A behaviour can 
be modified. The first step 
is recognizing that an indi- 
vidual is prone to the Type 
A pattern and, possibly, 
spending time with Type B 


Type A behaviour 
pattern A complex of 
personality and behavioural 
characteristics, including 


social status insecurity, 


for achievements. 


often recognize Type A 


Goldman Sachs Is a 
Great Place to Work 
for Type A Employe 


ndividuals with Type A personalities are known for their quest 

for numbers and hurried lifestyles. Conventional wisdom 
suggests that the last thing Type A employees need is a Type A 
workplace. However, Goldman Sachs employees defy conven- 
tional wisdom. Walk into Goldman's lower Manhattan offices, 
and you might see grcups of employees participating in medi- 
tation sessions, being implored to “let go of the day’s stresses.” 
These meditation sessions are part of Goldman's “resiliency 
week,” which is designed to help its employees focus on stress 
management, happiness, and work-life balance in the midst of 
routinely long workweeks and gruelling work hours. Goldman 
Sachs employees, like those of other large investment firms, 
command high salaries, some averaging $380,000 per year. But 
ask employees why Goldman Sachs is No. 45 on Fortune's 100 
Best Companies to Work, and they may tell you it’s the inclu- 
sive culture, the ability to balance work with family, and the 
emphasis on managing stress. The pay’s not bad, either. 


SOURCE: C. Matthews. “Why People Love Working at Goldman Sachs: It’s Not Just the 
Money,’ Time (January 16, 2014); A. Vandermey. “Yes, Goldman Sachs Really Is a Great 
Place to Work,” Fortune (February 3, 2014): 97-104. 


CHAPTER 6: Stress and Well-Being at Work 


competitiveness, time urgency, 


individuals. Type B people aggression, hostility, and a quest 
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personality hardiness A 
personality resistant to 

distress and characterized by 
commitment, control, and 
challenge. 


resilience Rather than being 
knocked down by failure, resilient 
individuals are able to bounce 
back. 


transformational 

coping Away of managing 
stressful events by changing them 
into less subjectively stressful 
events. 


self-reliance A healthy, 
secure, interdependent pattern of 
behaviour related to how people 
form and maintain supportive 
attachments with others. 


behaviour and can help Type 
A individuals judge situa- 
tions realistically. Type A 
individuals can also learn to 
pace themselves, manage 
their time well, and try not 
to do multiple things at 
once. Focusing only on the 
task at hand and its comple- 
tion, rather than worrying 
about other tasks, can help 
Type A_ individuals cope 
more effectively. 


Personality Hardiness 


People who have person- 
ality hardiness resist strain 


reactions when subjected 
to stressful events more effectively than do people 
who are not hardy.*° The components of personality 
hardiness are commitment, control, and challenge. 
Commitment is an engagement with your environment 
that leads to the experience of activities as interesting and 
enjoyable, Control is an ability to influence the process 
and outcomes of events that leads to the experience of 
activities as personal choices. Challenge is the viewing 
of change as a stimulus to personal development, which 
leads to the experience of activities with openness. Hardi- 
ness is akin to resilience. Resilience is described as “that 
ineffable quality that allows some people to be knocked 
down by life and come back stronger than ever.” 

The hardy personality appears to use these three 
components actively to engage in transformational coping 
when faced with stressful events. Transformational 
coping is the act of actively changing an event into 
something less subjectively stressful by viewing it in a 
broader life perspective, by altering the course and out- 
come of the event through action, and/or by achieving 
greater understanding of the process. The alternative 
to transformational coping is regressive coping, charac- 
terized by a passive avoidance of events and decreased 
interaction with the environment. Regressive coping 
may lead to short-term stress reduction at the cost of 
long-term healthy life adjustment. 


_— 
Commitment Alienation 
Control Powerlessness 
Challenge Threat 
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Self-Reliance 


There is increasing evidence that social ee 
have an important impact on health and life expectancy.” 
Self-reliance i 
pe 
others: Self-reliance was originally based in attachment 
theory, a theory about normal human development.” The 
theory identifies three distinct patterns of attachment, and 
research suggests that these patterns extend into behav- 
ioural strategies during adulthood, in professional as well 
as personal relationships.”' Self-reliance results in a secure 
pattem of attachment and interdependent behaviour. Inter- 
personal attachment is emotional and psychological con- 
nectedness to another person. The two insecure patterns of 
attachment are counterdependence and overdependence. 
Self-reliance is a healthy, secure, interdependent 
patternof behavioun It may appear paradoxical because 


a person appears —— ae maintaining a host 


-reliant people are confident, 


enthusiastic, and persistent in facing challenges. 


IN ACTION 


elta Hotels has been on the Maclean's list of 50 Best 

Employers since the start of the rankings. Delta focuses 
more on employee engagement than employee satisfaction 
and believes that its focus contributes to employee well-being 
and productivity. Delta Hotels has focused on mental health 
as its main focal point for improving the all-important engage- 
ment metric. It hosted a Mental Health Week to highlight the 
high numbers of mental health and mental illness issues in 
the workplace to help address the stigma still surrounding 
mental health. It also shared ways for employers to encourage 
their employees to give voice to their mental health chal- 
lenges. Under Bill Pallett’s leadership, Delta Hotels created its” 
Valuing Healthy Minds program, a mental health and wellness 
initiative. The initiative received Excellence Canada’s Award 
for Excellence—Healthy Workplace® Award and the Order of 
Excellence Award. 
SOURCES: How Delta Hotels Prioritizes Mental Health, March 30, 2017, https:// 
risepeople.com/blog/10-companies-with-amazing-workplace-wellness-programs/, 


accessed July 20, 2018; About, WJ. Pallett & Associates, http://www.wjpassociates.ca/ 
index.php/about, accessed July 20, 2018. 
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Counterdependence is an unhealthy, insecure 
pattern of behaviour that leads to separation in relation- 
ships with other people. When faced with stressful and 
threatening situations, counterdependent people with- 


draw. 


st Counterdependent people 
exhibit a fearless, aggressive, and actively powerful 
response to challenges. 


Overdependence is also an unhealthy, insecure 
pattern of behaviour. 


S 


' . Overdependence may be 
characterized as a desperate, preoccupied attempt to 
achieve a sense of security through relationships. Over- 
dependent people exhibit an active but disorganized and 
anxious response to challenges. Overdependence pre- 
vents a person from being able to organize and maintain 


healthy relationships and thus creates much distress. 
It is interesting to note that both counterdependence 
and overdependence are exhibited by some military 
personnel who are experiencing adjustment difficulties 
during the first 30 days of basic training.’ In particular, 
basic military trainees who have the most difficulty have 
overdependence problems and find it difficult to func- 
tion on their own during the rigours of training. 


> PREVENTIVE STRESS 
MANAGEMENT 


Stress is an inevitable feature of work and personal life. 
Preventive stress management is an organizational 
approach about people and organizations taking joint 
responsibility for promoting health and preventing dis- 


TABLE 6.2 | 


Organizational 
stressors 


Primary preven- 
tion: stressor 
directed 


Secondary pre- 
vention: response 
directed 


Stress responses 


Tertiary preven- 
tion: symptom 
directed 


Distress 


SOURCE: J. D. Quick, R. S. Horn, and J. C. Quick, “Health Consequences of Stress,” Journal of Organizational Behavior Management 8(2) figure 1 (Fall 1986): 21. 


Prevent the stress: 
Reduce work demands 
Increase control 

Flexibility 

Appropriate selection and training 
Fairness 

Provide support 
Management development 
Clear structure and practices 
Clear expectations 

Strong communication 
Healthy change processes 
Culture 


Influence the reaction to stressful events: 


Encourage challenge appraisal rather than threat 
appraisal 


Give employees more control 


Give employees support 


Help employees deal with stress symptoms: 
Debriefing/defusing sessions 

EAP 

Time off 

Adjust work demands 


Work with employee to plan changes that will 
reduce stress 


Reprinted by permission of the publisher (Taylor & Francis Group, http://www.informaworld.com). 
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tress and strain. Preventive stress 
management is rooted in the 
public health notions of preven- 
tion, which were first used in pre- 
ventive medicine. The three stages 
of prevention are primary, sec- : i r i | 


CP a ee Beitpan 
AYIC C VETnt1on 


> 


A framework for understanding 
preventive stress management is 
presented in Table 6.2. 

Primary prevention is 
intended to reduce, modify, or 


counterdependence An 
unhealthy, insecure pattern of 
behaviour that leads to separation 
in relationships with other people. 


overdependence An 
unhealthy, insecure pattern 

of behaviour that leads to 
preoccupied attempts to achieve 
security through relationships. 


preventive stress 
management An 
organizational approach 

that holds that people and 
organizations should take joint 
responsibility for promoting 
health and preventing distress 
and strain, 


primary prevention The 
stage in preventive stress 
management designed to reduce, 
modify, or eliminate the demand 
or stressor causing stress. 
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eliminate wai demand or stressor attest stress. The idea. 


source ofa problem. True or ———— stress preven- 


tion is largely primary in nature because it changes and 


shapes the demands the organization ue on people 


at work. Secondary prevention is 


— eople must learn to manage 


the inevitable, inalterable work stressors and demands 
to avert distress and strain while promoting health and 


yen Tertiary prevention tee or 
in : 


strain. The symptoms may range from early warning 
signs (such as headaches or absenteeism) to more severe 
forms of distress (such as hypertension, work stoppages, 
and strikes), We discuss the stages of prevention in the 
context of organizational prevention and_ individual 


to the critical role of management. Research on stress 
in thousands of Canadians leads researchers to suggest 
more support from managers will come from giving 
them the skills for people management (e.g., training 
in project planning and giving feedback), the tools to 
manage people (e.g., appropriate policies, training on 
implementing alternative work arrangements), the time 
they need to manage people, and the incentives to focus 
on the people part of their job (e.g., measurement and 
accountability, 360-feedback, and rewards recognizing 
good people skills). 
— oe be prevented by having 
es, and practices, and clearly com- 
nic ! “ve elt workers ow exactly what 
~~ are expected to do, why, and how; what they are 
accountable for achieving; what the rules are; what to do 
when things do not go as expected; and what resources 


they have, it helps tremendously by reducing role ambi- 
guity and role conflict and omg them asense of security. 


prevention. 


Organizational Stress Prevention 


PRIMARY PREVENTION As seen in the research 
emerging from the JDCS model, a natural starting 
point for preventing stress is to remove or reduce high 
job demands, give workers more control over their cir- 
cumstances, and offer support. P demands can 


When erpanicacame chan is —aeerepanin demands 


seem to inevitably increase, but research in Norway” 
and the United States® shows that a healthy change 
be reduced through better ergo ’ ion, process (see Chapter 17) can greatly reduce the stress. 
and sini li in aoe ork over time Good practice includes communicating what the change 
h involves, why it is happening, and exactly where the 

mployee fits in; providing ongoing support (accepting 
resistance as natural); and enhancing control through 
active participation by employees. 

Organizational culture can also play a role in pre- 
venting or creating stress. In some companies, the cul- 
ture encourages long hours and putting work over family. 
People feel guilty if they leave work on time or if they 
say no to a request that means overload. Promotions are 
limited to those who put in significant unpaid overtime.” 
Ironically, in many organizations where the workers deal 
with stressful critical incidents on a regular basis (ea: 
ambulance workers, police) and one would expect sup- 


port, the culture stigmatizes vulnerability so workers are 
reluctant to admit they need help.® 


Table 6.3 shows a selection of the Management Stan- 
dards created by the UK’s Health and Safety Executive 
as part of its stress management educational program.” 


Its recommendations fit closely with the suggestions for 
primary prevention just discussed. 


oe more realistic expectations. Organizations can 
enhance employee control by inviting their participa- 
tion in organizational decisions that affect them, and by 
giving workers more flexibility in how they do their job, 
when, and where (e.g., permitting flexible work sched- 
ules and telecommuting). If workers have been well 
matched to their position through appropriate selection, 
training, and promotion, they will have a stronger sense 
of self-efficacy. A focus on fairness in all organizational 
processes and decisions will also enhance employees’ 
sense of control and predictability. Support comes in 
two forms: socioemotional and instrumental. Socioemo- 
tional support makes the person feel accepted, trusted, 
and appreciated, and comes 
from positive social interac- 
tions with management and 
coworkers, responsibilities 
entrusted, and recognition 
offered. Instrumental sup- 
port lies in a worker knowing 
they will get assistance when 
it is needed. These all point 


secondary prevention 
The stage in preventive stress 
management designed to alter or 


modify the response to a demand 
or stressor. 


tertiary prevention The 
stage in preventive stress 
management designed to heal 
symptoms of distress and strain. 
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TABLE 6.3 


Demands Managing work- e Bringing in additional resources to handle ¢ Delegating work unequally to team 
load and resources workload members 
e Awareness of team members’ abilities e Creating unrealistic deadlines 
¢ Monitoring team workload e Showing lack of awareness of how much 
e Refusing to take on additional work when pressure team is under 
team is under pressure e Asking for tasks without checking 
workload first 
Control Participative e Providing opportunities to express e Not listening when employee asks for help 
approach opinions e Presenting a final solution 
ig pectin meetings ¢ Making decisions without consultations 
¢ Knowing when to consult employees and 
when to make decisions 
Support Accessible/visible e Communicating that employees can talkto _¢ Being constantly at meetings away 
them any time from office 
e Having an open-door policy e Saying “don't bother me now” 
e Making time to talk to employees at their e Not attending lunches or social events 
desks or work stations 
Support Individual consid- = ¢ Provides regular one-on-ones e Assuming everyone is OK 
eration e Flexible when employee needs time off e Badgering employees to tell them what is 


e Provides information on additional sources 


of support 


e Regularly asks “how are you?” ° 


wrong 
e Not giving enough notice of shift changes 
No consideration of work-life balance 


SOURCE: Management Competencies for Preventing and Reducing Stress at Work; Identifying and Developing the Management Behaviours Necessary to Implement the HSE Management Standard, by Joanna Yarker, Rachel Lewis, 
Emma Donaldson-Feilder, Paul Flaxman; Health and Safety Executive, 2007; http://www.hse.gov.uk/research/rrpdf/rr553.pdf. Contains public sector information published by the Health and Safety Executive and licensed under 


the Open Government Licence v1.0 


SECONDARY PREVENTION One of the ways in which 
organizations can help employees deal with stress is to 
influence their interpretation of the stressful events, so 
they perceive the event in a positive way (recall Laza- 
russ cognitive appraisal approach to stress). Positive 
appraisals are linked to more effective active coping 
strategies whereas negative appraisals are associated 
with less effective escapist strategies." Stressors seen 
as a challenge tend to increase performance. They are 
motivating, associated with positive emotions, and seen 
as under the employee's control." When stressors are 
seen as a hindrance, they tend to decrease performance 
and are associated with negative emotions. For example, 
if an employer knows the organization must undergo a 
change and must communicate that to his or her staff, 
the way in which he or she presents the change will shape 
their reaction. cm ‘it as an opportunity that. 

Jema is within their ability to handle. 


SE ey see it as a threat. 
An intriguing study demonstrated the importance of a 
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task’s description. Glynn'” gave experimental subjects 
the same puzzle to do but introduced the task differently. 
Those in the work condition were told they were pro- 
duction managers performing the activity and those in 
the play condition were told they were starship captains 
playing a game. This small manipulation affected infor- 
mation processing and behaviours in the activity itself, 
with “play” subjects focusing more on performance 
quality and “work” subjects focusing on quantity. 

When employees face stressful events, the employer 
may also be in a position to assist them by giving them 
greater control through which they can tackle the chal- 
lenge! and giving them support, both emotionally and 
in practical, instrumental ways. A team from Laval 
University worked with several Quebec health units to 
mitigate the high levels of stress in their workplaces. 
A range of staff participated in identifying constraints, 
proposing interventions, disseminating information, and 
monitoring the implementation of the changes. Com- 
parison to control units before and after the intervention 
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showed that in the units with the participatory interven- 
tion, there was a lowering of psychological demands and 
burnout rates, sleep problems were lessened, and there 


were fewer issues with quality of work.'“ 


TERTIARY PREVENTION The first step in dealing 
with the symptoms of stress is detecting their existence. 
Employees may be visibly upset, irritable, or aggres- 
sive but frequently the signs are more subtle and the 
employer needs to be alert for changes in absenteeism, 
performance level, accidents, mistakes, and client com- 
plaints.'°° If work conditions are such that the employer 
or manager suspects stress may be an issue, it is impor- 
tant to ask the employee how they are doing, asking if 
there are any problems. 


sions ee can talk ee the s stressful 
incident with knowledgeable and supportive » people. a 
More commonly, though, employees must cope on their 
own with stressful events. A sensitive manager can help 
by steering the employee to support through the organi- 


-Zation’s Employee Assistance Program (EAP) or through 
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referral to other supportive services. Time off may help 
ease the stress reaction. The manager can also work col- 
laboratively with the employee to adjust demands under- 
lying the stress. 


Individual Prevention 


Clinical research shows that individuals may use a 
number of self-directed interventions to help prevent 
distress and enhance positive well-being.'°’ 


POSITIVE THINKING The power of positive thinking 
is found as an optimistic, nonnegative thinking style used 
by people to explain the good and bad « events in their 
lives to themselves. A rc 


is an alternative eee am le leading rievesion, 
physical health problems, and low levels of achievement. 
In contrast, positive thinking and optimism enhance 
physical health and achievement and avert susceptibility 
to depression. Positive thinking does not mean ignoring 
real stress and challenge, though. 

Optimistic avoid distress by viewing the bad 
events and difficult times in their lives as temporary, lim- 
ited, and caused by an external event. Optimistic people 
face difficult times and adversity with hope, and take 
more credit for the good events in their lives, which they 


see as more pervasive and generalized. | 
mism begins with identifying pessimistic s and 


PART 2: Individuals within Organizations 


nee : if Learned 


optimism is nonnegative thinking. 


TIME MANAGEMENT Time pressure is one of the major 
sources of stress for people both at work and in school. 
The leading symptoms of poor time management include 
constant rushing, missed deadlines, work overload and 
the sense of being overwhelmed, insufficient rest time, 
and indecision. Effective time managers are “macro” 
time managers who use a GP3 method of time manage- 
ment.' The GP3 method includes (1) setting goals that 
are challenging yet attainable; (2) prioritizing these goals 
in terms of their relative importance; (3) planning for goal 
attainment through specific tasks, activities, scheduling, 
and even delegation; and (4) praising yourself for specific 
achievements along the way. Setting concrete goals and 
prioritizing these goals are the most important first steps in 
time management skills, ensuring that the most important 
work and study activities receive enough time and atten- 
tion. This system of time management enables a person 
to track his or her success over time and goes a long way 
toward reducing unnecessary stress and confusion. 


LEISURE TIME ACTIVITIES Unremitting striving char- 
acterizes many people with a high need for achievement. 
Leisure time activities provide employees an opportunity 
for rest and recovery from strenuous activities either at 
home or at work. When asked what they do with their lei- 
sure time, many individuals say that they clean the house 
or mow the lawn. These activities are fine, as long as the 
individual gets the stress-reducing benefit of pleasure 
from them. Some say our work ethic is a cultural bar- 
rier to pleasure. We work longer hours, and two-income 
families are the norm. Leisure is increasingly a luxury 
among working people. T if 

, od time can be used for 
spontaneity, joy, and connection with others in our lives. 
Although vacations can be a relief from job burnout, they 
may suffer fade-out effects."° Hence, leisure time and 
vacations must be periodic, recurring activities. 


PHYSICAL EXERCISE Different types of physical 
exercise are important stress prevention activities for 
individuals. Aerobic exercise improves a person’s respon- 
siveness to stressful activities. Research has found that 
aerobically fit people (1) have lower levels of adrenaline 
in their blood at rest; (2) have a slower, stronger heart 
functioning; and (3) recover from stressful events more 
quick ih 

Flexibility training is an important type of exercise 
because of the muscular contractions associated with the 
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There is compelling evidence that exercise reduces 
stress. 


stress response One component of the stress response 
is the contraction of the flexor muscles, which prepares 
a person to fight or flee. Flexibility training enables a 
person to stretch and relax these muscles to prevent the 
accumulation of unnecessary muscular tension.! Flex- 
ibility exercises help maintain joint mobility, increase 
strength, and play an important role in the prevention 


of injury. 


RELAXATION TRAINING Herbert Benson was one 
of the first people to identify the relaxation response as 
the natural counter-response to the stress response.'!’ In 
studying Western and Eastern peoples, Benson found 
that Judeo-Christian people have elicited this response 
through their time-honoured tradition of prayer, whereas 
Eastern people have elicited it through meditation. The 
relaxation response does not require a theological or 
religious component. If you have a practice of regular 
prayer or meditation, you may already elicit the relax- 


ation response regularly. 


DIET Diet may play an indirect role in stress and 
stress management. High sugar content in the diet can 
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stimulate the stress response, and foods high in choles- 
terol can adversely affect blood chemistry. Good dietary 
practices contribute to a person’s overall health, making 

ic 


the person less vulnerable to distress. 


Yulia Sverdlova/Shutterstock.com 


FS 


A healthy diet, like exercise, can reduce stress. 
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OPENING UP Everyone experiences a_ traumatic, 
stressful, or painful event in life at one time or another. 
One of the most therapeutic, curative responses to such 
an event is to confide in another person.''* Discussing 
difficult experiences with another person is not always 
easy, yet health benefits, immune system improvement, 
and healing accrue through self-disclosure. In one study 
comparing those who wrote once a week about traumatic 
events with those who wrote about nontraumatic events, 
significant health benefits and reduced absenteeism were 
found in the first group.'! Confession need not be through 
a personal relationship with friends. It may occur through 
a private diary. The process of opening up and confessing 
appears to counter the detrimental effects of stress. 


PROFESSIONAL HELP Confession and opening up 
may occur through professional helping relationships. 
People who need healing have psychological coun- 
selling, career counselling, physical therapy, medical 
treatment, surgical intervention, and other therapeutic 
techniques available. Employee assistance programs 
may be very helpful in referring employees to the appro- 
priate caregivers. Even combat soldiers who experience 
battle stress reactions severe enough to take them out 
of action can heal and be ready for subsequent combat 
duty.''® The early detection of distress and strain reac- 
tions, coupled with prompt professional treatment, can 


STUDY 
TOOLS 


IN THE BOOK YOU CAN ... 


L) Rip out the Chapter Review card at the end of the book to 
review Key Concepts and Key Terms. 


L] Take a“What about You?” Quiz related to material in the 
chapter. 


L] Read additional cases in the Mini Case and Shopify Running 
Case sections. 
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be instrumental in averting permanent physical and psy- 
chological damage. 

Whereas organizational stress prevention programs 
are aimed at eliminating health risks at work, comprehen- 
sive health promotion programs are aimed at establishing 
a “strong and resistant host” by teaching individual pre- 
vention and lifestyle change.” Physical fitness and exer- 
cise programs characterize corporate health promotion 
programs in the United States and Canada.""* A health 
and wellness survey of accredited medical schools in the 
United States, Canada, and Puerto Rico found that these 
programs place significant emphasis on physical well- 
being and minor emphasis on spiritual well-being." 
A new approach to comprehensive health promotion 
places emphasis on the organization and organizational 
wellness.'”° Still, social and cognitive processes are key 
considerations in the successful implementation of stress 
prevention programs.’! Johnson & Johnson has devel- 
oped a comprehensive health promotion program with 
a wide array of educational modules for individuals and 
groups. Each of these educational modules addresses 
a specific topic, such as Type A behaviour, stress, diet, 
and risk assessment (through regular health evaluations 
for participants). Upon implementation of this health 
promotion program, Johnson & Johnson found that the 
health status of employees improved, even if they didn't 
participate in the program. 


ONLINE YOU CAN ... NELSON.COM/STUDENT 


CL] Take a”What about You?” Quiz related to materia! in the 
chapter. 


LI Test your understanding with a quick Multiple-Choice Pre- 
Test quiz. 


L] Read the eBook, which includes discussion points for 
questions posed in the Cases. 


O 


Watch Videos related to chapter content. 


LI Use the available Flashcards and Matching Quizzes to test 
your understanding of key terms and concepts. 


[J See how much you've learned by taking a Post-Test. 
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WHAT ABOUT YOU? 


Are You Self-Reliant? 


Each of the following questions relates to how you form rela- 
tionships with people at work, at home, and in other areas of 
your life. Read each statement carefully and rate each ona scale 
from 0 (strongly disagree) to 5 (strongly agree) to describe your 
degree of disagreement or agreement with the statement. 
Answer all 16 questions. 

1. | feei secure in my ability to meet life’s challenges. 


2. Itis difficult to make a decision without consulting 
others. 


. [can perform high-quality work with little support 
from others. 


. Friends are a waste of time because in the end they 
will desert you. 


. On some tasks | can work effectively without other 
people. 


tis difficult for me to delegate works to others. 


. Life would be much easier if | didn’t have to deal with 
other people. 


. | put myself at risk if | ever let anyone know | need 
them. 


. Difficult situations can be overcome. 

. I'm more comfortable being a follower than a leader. 
. lam successful at what | do. 

. There is no one who can understand things in my life. 


. People will always reject you when they find out 
what you are really like. 


. The actions that | take are usually right. 


NEL 


15. | don’t like it when people try to find out too much 
about me. 


16. Needing someone is a sign of weakness. 


Scoring: 

Follow the instructions to determine your score for each sub- 
scale of the Self-Reliance Inventory. 

Counterdependence 


Step 1: Total your responses to Questions 4, 7, 8, 12, 13, 15 
and16__ 


The score range for counterdependence is 0 to 35. Scores above 
22 suggest counterdependence. 

Self-Reliance 

Step 2: Total your responses to Questions 1,3,5,9,11and14___ 
The score range for self-reliance is 0 to 30. Scores above 17 
suggest self-reliance. 

Overdependence 

Step 3: Total your responses to Questions 2,6and10___ 


The score range for overdependence is 0 to 15. Scores above 9 
suggest overdependence. 


A set of scores less than 13 in Step 1, greater than 17 in Step 2, 
and less than 7 in Step 3 indicate self-reliance. 


SOURCE: J, R, W. Joplin, D. L., Nelson, J. C. Quick, and J. D. Quick, The Self-Reliance Inventory (Arlington, 
TX: The University of Texas at Arlington) 
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MINI CASE 


— 


n August 5, 2010, 33 miners started their regular shift at a 
- and copper mine under the Atacama Desert in northern 
Chile. It was a dangerous job but they had learned to cope with 
the constant awareness that something could go very wrong. 

And then it did, A mine collapse buried them 700 metres under- 
ground. For 17 days no one knew they were alive. They had two 
days of emergency food. The humidity was at 80 percent and the 
temperature was over 36 degrees Celsius. One miner had diabetes, 
another hypertension; two had a lung disease called silicosis. Some 
developed dental infections, others fungal infections and body 
sores from the conditions. They were finally rescued 69 days after 
the mine disaster. How did they cope? Why did they not give up? 


Initial Reaction 


When the collapse first occurred, it took hours for the dust to 
settle. Then the shift foreman, Luis Urzua, took a crew of three 
to explore the site. “I saw the collapsed rock. Many thought it 
would be two days. But when | saw it, | knew otherwise.” Impor- 
tant decisions were made at this point, ones which saved their 
lives. Critically, Urzua rationed the emergency food so they ate 
two spoonfuls of tuna every other day, making it last over two 
weeks. And they ate together, with no one taking a mouthful 
until everyone had their share. They used a bulldozer to carve 
into a natural water deposit for drinking but otherwise limited 
use of vehicles to protect air quality. Urzua drew detailed 
topographical maps of the area that included more than 2 km 
of tunnels, caves, and a 35 m? refuge. He planned how to use 
the space—a work area, a sleep area, and a sanitary facility. The 
men were organized into shifts and a disciplined routine was 
set in place. They reinforced the roof, monitored gas Jevels, and 
patrolled the area to check for structural integrity. 


Contact Made 


When a rescue drill made contact on August 22 and the miners 
could start communicating with the outside world, they became 
active participants in their rescue. For example, they needed to 
design and create drainage and holding pools to shunt water into 
canals away from their living quarters in case one of the rescue 
alternatives was implemented, which would lead to a great deal 
of water entering their refuge. The disciplined structuring of their 
days continued. They were divided into three groups, Grupo 
Refugio, Grupo Rampa, and Grupo 105—named after the “shelter” 
the “ramp,’ and “Level 105” (sections of the mine where they slept). 
Lights shone from 7:30 am until 10 pm, mimicking daylight. Urzua 
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wrote each of the men an official job description. All had purpose 
and meaning in their days. There was daily contact with a doctor, a 
psychologist, and a miner updating technical aspects of the rescue 
operation. Supplies came down to the miners. They had phone 
and video links for communication with relatives. One watched a 
video of his child being born. 


When off duty, they slept, played games, told stories and 

jokes, exercised, and sent messages to their families. An Elvis 
fan led regular sing-alongs. Realizing that their ordeal might 
lead to opportunity, they asked rescuers to send down a book 
on public speaking so they could talk effectively to the media 
when they emerged. Long before their rescue was assured, 

a psychologist with NASA who went to Chile to share NASA's 
experience with human isolation in extreme environments said, 
“I fully believe they will do it. The miners are quite hearty, quite 
resilient ... They have shown every sign that they can organize 
themselves; that they are masters of their own fate.’ 


One feature of their success was their solidarity, their “leave no 
man behind” culture. They argued over who would be the last man 
rescued, all wanting to be at the end of the line, not the beginning. 
They made a pact that all would share in telling their story for the 
inevitable film. When they emerged from the mine after 69 days 
trapped underground, they hired an accountant to track their earn- 
ings from public appearances and equitably distribute it among 
the 33. Did Urzua and the others ever doubt their future? “There 
were times when | flinched a little, but then | found the strength to 
talk to the other miners and explain to them what was going on” 
“We had strength, we had spirit, we wanted to fight, we wanted to 
fight for our families, and that was the greatest thing.” 


SOURCES: W. Longbottom, “Last Man Standing: The Foreman Who Refused to Give up and Remained 
2,000ftdown UntilAll HismenWere Safe,’ Daily Mail UK, October 14,2010, accessedhttp://www.dailymail.co.uk/ 
news/article-132037 1/CHILEAN-MINERS-RESCUE-Luis-Urzua-foreman-refused-up.html, September 6, 2018; 
J. Franklin, “Luis Urzua: The Foreman Keeping Hope Alive for Chile's Trapped Miners,” The Observer, 
September 5, 2010, accessed http://www.guardian.co.uk/world/2010/sep/05/luis-urzua-chile-trapped 
“miners, September 6, 2018; M.A Roldan (AFP), “Chile's Luis Uraua: Last Miner out After 70-Hour Day Shift.” 
Vancouver Sun, October 14, 2010, accessed http://www.vancouversun.com/news/Chile+Luis+Urzua+Last 
+minertafter+shift/3671846/story.htmi, accessed October 18, 2010; BBC News Latin America and 
Caribbean, “Jubilation as Chile Mine Rescue Ends,” October 14, 2010, accessed (http://www.bbc.co.uk/news/ 
world-latin-america-11539182, September 6, 2018. 


Apply Your Understanding 


1. Identify the work demands that are causing stress for the 
miners. 


2. Explain how Urzua appears to be using transformational 
coping. 


3. Describe what stress management steps were likely 
important in helping the miners deal with their situation. 


NEL 


SHOPIFY 


AVOIDING TALENT DRAIN 


Tech companies are known for providing benefits that 
appeal particularly to millennials. One of the reasons for 
providing attractive benefits is to recruit and to retain talent. 
Canadian tech companies compete with Silicon Valley for 


ae it ess ae ~ Ae re Sa ae i‘ 7 
technical talent. Companies such as Google and Facebook 
are well known for havir 


g imaginative benefits such as free 
gourmet healthy food to o ges to 24/7 gyms. 
Such perks are designed to increase job satisfaction and to 
reduce stress. 


site 
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Snopify offers access to valuable perks such 
as tour yUSecleaning a month, a baby bonus, and a 
monthly ance until a child turns five. These are in addi- 
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fitness related expenses, st business, or retirement 
plan cont “ y to Jen Mcinnis, talent success 


ASK We 
ARNT 


AY 


NEL 


SHOPIFY! 
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RUNNING CASE 


lead at Shopify, the aim is to “encourage employees to be 
their holistic self at work.” One employee notes on Glassdoor. 
ca that Shopify has “benefits that truly help to improve your 
quality of life. Another values the “healthcare package, cheap 
gym membership, [and] allocations for personal develop- 
ment and physical wellness.” As well, all employees can get 
tock options. 


Ww 


Shopify offers many benefits that support stress reduction 
at work and, by allowing employees to select their par- 
ticular benefits, it provides a high level of autonomy to its 
employees 


SOURCES: “Shopify Benefits,” Glassdoor, accessed from https://www.glassdoor.ca/Benefits/Shopify-Canada 
-Benefits-El_1E675933.0,7_1L.8,14_IN3_IP4.htm, July 21, 2018; Evan Hamilton, “How Canadian Tech 
Companies Are Upping the Benefits Ante, Benefits Canada,” November 15, 2016, accessed from https://www 
.benefitscanada.com/benefits/other/how-canadian-tech-companies-are-upping-the-benefits-ante-89902, 
September 28, 2018. 


Apply Your Understanding 


1. What tactics does Shopify use to retain its talent? 


2. How can benefits packages be useful for addressing 
stress? 


3. How does work autonomy reduce stress? How might 
autonomy increase stress? 


Kevin Van Paassen/Bloomberg via Getty Images 
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Decision MIaKING 


High-risk 
Consequence 
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Decision Making 
by Individuals and 
Groups 


LEARNING OUTCOMES 


After reading this chapter, you should be able to do the following: 
Identify the steps in the decision-making process. Explain how groups make decisions. 


Describe various models of decision making. Describe the role culture plays in decision making. 


Discuss the individual influences that affect decision making. Explain how organizations can improve the quality of 


decisions through participation. 


is ere ee ar errs 
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See the end of this chapter for a list of available Study Tools, a 
124 “What about You?” Quiz, Mini Case, and the Shopify Running Case. 
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Decisions, decisions, decisions! Every day, employees 
and managers face decisions, large and small, as we all 
do. This chapter will provide you some guidance on how 
to be a better decision maker. We know, from research, 
that we are flawed decision makers. We are subject to 
bias, even if we think we are not, and our biases shape 
our assumptions and decisions. The more you know 
about how decisions are actually made—as opposed to 
how they should be—the more effective you will be. 


® THE DECISION-MAKING 
PROCESS 


Decision making is a critical activity in organizations. 
Managers can face decisions ranging from very simple, 
routine matters for which the manager has an established 
decision rule (programmed decisions) 
to new and complex decisions that require 
creative solutions (nonprogrammed 
decisions).' Scheduling lunch hours for a 
work group is a programmed decision. The 


manager performs the decision activity 
on a daily basis, using an established pro- 
cedure with the same clear goal in mind. 
In contrast, decisions such as buying out 
another company are nonprogrammed. 
The decision to acquire a company is a 
unique, unstructured situation and requires 
considerable judgment. Regardless of 
the type of decision made, it is helpful to 
understand as much as possible about how 
individuals and groups make decisions. 
Decision making, in its idealized 
form, is a process involving a series of 
steps. The first step is recognizing the 
problem; that is, the manager realizes that 
a decision must be made. Identifying the actual problem 
is important; otherwise, the manager may be reacting to 
symptoms rather than dealing with the root cause of the 


problem. Next, a manager must identify the objective of 


the decision. In other words, the manager must deter- 
mine what is to be accomplished by the decision. 

The third step in the decision-making process is 
gathering information relevant to the problem. The 
manager must accumulate sufficient information about 
why the problem occurred. This involves conducting a 
thorough diagnosis of the situation and going on a fact- 
finding mission. 

The fourth step is listing and evaluating alternative 
courses of action. During this step, a thorough “what-if ” 
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Decision making 
can be stressful. 
Managers must 
make decisions with 
significant risk and 
uncertainty, and 
often with limited 


information. 


analysis should also be conducted to determine the var- 
ious factors that could influence the outcome. It is impor- 
tant to generate a wide range of options and creative 
solutions in order to be able to move on to the next step. 

Next, the manager selects the alternative that best 
meets the decision objective. If the problem has been 
diagnosed correctly and sufficient alternatives have been 
identified, this step is much easier. 

Finally, the solution is implemented. The situation 
must then be monitored to see whether the decision met 
its objective. Consistent monitoring and periodic feed- 
back are essential parts of the follow-up process. 

Decision making can be stressful. Managers must 
make decisions with significant risk and uncertainty, and 
often with limited information. They must trust and rely 
on others in their decision-making process, but they are 
ultimately responsible for the final decision. Sometimes 
decisions are painful and involve exiting businesses, firing 

people, and admitting wrong. Cirque du 
Soleil, for example, has a history of making 
effective—and recently, painful—decisions. 


©) movets Ano Limits 
OF DECISION MAKING 


The of any organization 
depends on managers’ abilities to make 
effective decisions. An effective deci- 
sion is timely, is acceptable to the individ- 
uals affected by it, and meets the desired 
objective.? This section describes five 
models of decision making: the rational 
model, the bounded rationality model, 


success 


the Vroom- 
Yetton-Jago | programmed decision A 
model, the simple, routine matter for which 


Z model, and the garbage 
can model. The section will decision rule. 
conclude with a discussion of 


the limits of decision-making 


nonprogrammed 
decision Anew, complex 


techniques. 


Rational Model 


solution. 


a manager has an established 


decision that meets a desired 


Rationality refers to a log- 
ical, step-by-step approach 
to decision making, with 
a thorough of 
alternatives and their con- 
sequences. The 
model of decision making 


analysis by-step approach to decision 


making, with a thorough 
rational 
consequences. 
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objective and is acceptable to 
those individuals affected by it. 


] 


decision that requires a creative 


rationality A logical, step- 


analysis of alternatives and their 
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FE 


effective decision A timely 


5 


Cirque du Soleil 


irque du Soleil has successfully used a blue ocean 
a by entering into a new market, creating a true 
innovation and, as a result, transforming our understanding of 
a circus. A blue ocean approach argues “companies are better 
off searching for ways to gain ‘uncontested market space’ over 
competing with similar companies.” 

It made decisions about four key competitive issues: (1) 
Which of the factors that the industry takes for granted should 
be eliminated? (2) Which factors should be reduced well below 
the industry's standard? (3) Which factors should be raised well 
above the industry's standard? and (4) Which factors should be 
created that the industry has never offered? The blue ocean 
approach enabled Cirque du Soleil to create a new domain 
where it could set its own direction. It has enjoyed extraordi- 
nary success and has been seen by millions of people around 
the world. It has become one of Canada’s best known cultural 
exports since it was created by a group of street performers in 


1984. 


Guy Laliberté, the founder, and Daniel Lamarre, the CEO, 
work together in making the critical decisions about the direc- 
tion of Cirque du Soleil. According to Lamarre, Laliberté has 
never overturned one of his decisions as “... the communication 
is so fluid between us, | will never put myself in that position. 


I've been good in reading him.” In 2015, Cirque du Soleil made 


a strategic decision of considerable import. It was acquired by 
TPG Capital and two other investors. At the time, Lamarre told 
the investors “You can come into my office ten times a day 
if you so desire, I'll give you all the financial information 
you need, all the operation information you need. But you 
shouldn't go into the creative department because that’s 
the core of the company, and | don’t want them to be dis- 
turbed by any changes we are making.” 


SOURCES: C. Edwards, “Blue Ocean Strategy: Creating Your Own Market,’ Business News Daily, July 13, 2018, accessed from https://www.businessnewsdaily.com/5647-blue-ocean 
-strategy.html, September 7, 2018; “What Is Blue Ocean Strategy?” The Wal! Street Journal 2009, accessed from http://guides.wsj.com/management/strategy/what-is-blue-ocean 
~strategy, September 7, 2018; G. Pitts, “Daniel Lamarre: Cirque du Soleil,” the Globe and Mail, August 27, 2007, http://www.theglobeandmail.com/report-on-business/article778263 
ece; and M. Lev-Ram, “How to Manage a Bunch of Clowns: Q&A with the CEO of Cirque du Soleil,” Fortune, February 24 2017, accessed from http://fortune.com/2017/02/24/cirque 


-du-soleil-ceo, September 7, 2018. 


comes from classic economic theory and contends that 
the decision maker is completely rational in his or her 
approach. The rational model assumes the following: (1) 


The outcome will be completely rational; (2) The deci- 


sion maker has a consistent system of preferences, which 
is used to choose the best alternative: (3) The decision 
maker is aware of all the possible alternatives; and (4) 
The decision maker can calculate the probability of suc- 
cess for each alternative.* These assumptions are based 


blue ocean approach 
Companies are better off to 
entering new spaces rather 
than competing with existing 
companies in the market. 
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on economic models. that 
are now considered unreal- 
istic. In the rational model, 
the decision maker strives 
to optimize, that is, to select 


the best possible alternative. 


sand Ef 


Given the assumptions of the rational model, it is 
unrealistic. There are time constraints and limits to 
human knowledge and information-processing capa- 
bilities. In addition, a manager’s preferences and needs 
change often. The rational model is thus an ideal that 
managers strive for in making decisions. It captures the 
way a decision should be made but does not reflect the 
reality of managerial decision making,’ 


Bounded Rationality Model 

Recognizing the deficiencies of the rational model. Her- 
bert Simon suggested that there are limits on how rational 
a decision maker can actually be. His decision theory, the 


bounded rationality model, earned a Nobel Prize in 19738. 
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Photo by Robert Marquardt/Getty Images 


Simon's model, also referred to as the “administrative 
man’ theory, rests on the idea that there are constraints that 
force a decision maker to be less than completely rational. 
The bounded rationality model has four assumptions: 


1. Managers select the first alternative that is 
satisfactory. 


2. Managers recognize that their conception of the 
world is simple. 

3. Managers are comfortable making decisions 
without determining all the alternatives. 


4. Managers make decisions by rules of thumb or 
heuristics. 


Bounded rationality assumes that managers 
satisfice: that is, they select the first alternative that is 
“good enough,” because the costs of optimizing in terms 
of time and effort are too great.> Further, the theory 
assumes that managers develop shortcuts, called heuris- 
tics, to make decisions in order to save mental activity. 
Heuristics are rules of thumb that allow managers to make 
decisions based on what has worked in past experiences. 

Does the bounded rationality model more realisti- 
cally portray the managerial decision process? Research 
indicates that it does.° One of the reasons managers face 
limits to their rationality is that they must make decisions 
under risk and time pressure. The situation they find 
themselves in is highly uncertain, and the probability of 
success is not known. 


Vroom-Yetton-Jago Normative 
Decision Model 


Vroom, Yetton, and Jago developed and refined the 
normative decision model, which helps leaders and 
managers determine the appropriate level of employee 
participation in decision making. The model recognizes 
the benefits of authoritative, democratic, and consul- 
tive styles of leader behaviour.’ Five forms of decision 
making are described in the model: 


= Decide. The manager makes the decision alone and 
either announces it or “sells” it to the group. 


= Consult individually. The manager presents the 
problem to the group members individually, gets 
their input, and then makes the decision. 


= Consult group. The manager presents the problem 
to the group members in a meeting, gets their 
inputs, and then makes the decision. 


w Facilitate. The manager presents the problem to 
the group in a meeting and acts as a facilitator, 
defining the problem and the boundaries that 
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surround the decision. The manager's ideas are not 
given more weight than any other group members’ 
ideas. The objective is to get concurrence. 


= Delegate. The manager permits the group to make 
the decision within the prescribed limits, providing 
needed resources and encouragement.® 


The key to the normative decision model is that a 
manager should use the decision method most appro- 
priate for a given decision situation. The manager arrives 
at the proper method by working through the model. 
Factors such as decision significance, commitment, and 
leader expertise are the situational factors in the nor- 
mative decision model. Although the model offers very 
explicit predictions as well as prescriptions for leaders, 
its utility is limited to the leader decision-making tasks. 


Z Model 


Isabel Briggs Myers, co-creator of the MBTI, described 
in Chapter 3, also developed the Z problem-solving 
model, which capitalizes on the strengths of the four 
separate preferences (sensing, intuiting, thinking, and 
feeling). By using the Z problem-solving model, man- 
agers can use both their preferences and non-prefer- 
ences to make decisions more effectively. According to 
this model, good problem solving has four steps: 


1. Examine the facts and details. Use sensing to 
gather information about the problem. 


2. Generate alternatives. Use intuiting to develop 


possibilities. 


3. Analyze the alternatives objectively. Use thinking to 
logically determine the effects of each alternative. 


4. Weigh the impact. Use feeling to determine how 
the people involved will be affected. 


Using the Z model can help an individual develop his 
or her nonpreferences. Another way to use the Z model 
is to rely on others to perform the nonpreferred activi- 
ties. For example, an individual who is an NF (Intuitive— 


Feeling) might want to turn 
to a trusted NT (Intuitive— 
Thinking) for help in ana- 
lyzing alternatives objectively. 


Garbage Can Model 


The garbage can model 
of decision making emerged 
as a critique of Simon’s 
model. The garbage can 
model asserts that decision 


bounded rationality A 
theory that suggests that there 
are limits to how rational a 
decision maker can actually be. 


satisfice To select the first 
alternative that is “good enough” 
because the costs in time and 
effort are too great to optimize. 


garbage can model 
Decision making is a process of 
organizational anarchy. 
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making is fundamentally a process characterized by 
organizational anarchy.? Organizations function like 
garbage cans into which go problems, solutions, partici- 
pants with different preferences, and choice opportuni- 
ties. As Figure 7.1 illustrates, they can come together in 
different ways in different organizational subunits. The 
garbage can model can help us understand why some- 
times solutions drive problems, and why individuals with 
power can control the outcomes of decisions. It gives us 
further insight into the nonrational processes in decision 
making. The theory has been used notably in the study 
of public-sector budget decision making.” 

The model also has been used to understand UN 
peacekeeping. “The UN is particularly amenable to 
models focusing on agenda setting and decision making 
in organized anarchies or settings characterized by 
uncertain preferences, unclear organizational processes, 

and fluid participation in 


escalation of commitment decision making, since these 
The tendency to continue to 
support a failing course of action. 


features accurately describe 
the UN,”! 


Escalation of Commitment 


Each decision-making model carries its own limits. This 
is, however, one limitation that they all share: the deci- 
sion maker's unwillingness to abandon a bad decision. 
Continuing to support a failing course of action is known 
as escalation of commitment.” In situations char- 
acterized by escalation of commitment, individuals who 
make decisions that turn out to be poor choices tend to 
hold fast to those choices, even when substantial costs are 
incurred.”’An example of escalation is the price wars that 
often occur between airlines. The airlines reduce their 
prices in response to competitors until at a certain stage, 
the airlines are in a “no-win” situation. They continue 
to compete despite the heavy losses they are incurring. 
The desire to win is a motivation to continue to escalate, 
and each airline continues to reduce prices (lose money) 
based on the belief that the other airline will pull out of 
the price war. Another example of escalation of commit- 
ment is NASA’s enormous International Space Station. 
| Originally estimated to cost $8 billion, the Space Station 


GARBAGE CAN MODEL OF DECISION MAKING 


Problems 
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SOURCE: From Daft. Organizational Theory and Design, 7£. © 2001 South-Western, a part of Cengage Learning, nc, Reproduced oy permission. www.cengage.com/permissions, 
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has been redesigned five times and was completed in 
2011. Some pundits speculate that the total bill may reach 
$100 billion for what physicist Robert Park describes as 
“the biggest technological blunder in history.” In 2015, 
its costs were a staggering $US150 billion!"> 

Why does escalation of commitment occur? One 
explanation is offered by cognitive disso- 
nance theory, as we discussed in Chapter 4. 
This theory assumes that humans dislike 
inconsistency and that when inconsistency 
exists among their attitudes or between 
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Individuals are 


decisions. Here are a few examples. (1) Halo (and horn) 
effect: A tendency to conclude that a person who does X 
well will do Y and Z well too. Similarly, you will conclude 
that a person who does X poorly will do Y and Z poorly 
too. We therefore overestimate the importance of some 
characteristics and devalue others. (2) Recency effect: 
Individuals value information that they 
have received the most recently. (3) Con- 
firmation bias: We look for information 
that confirms our own views. and (4) Cen- 
tral tendency: We tend toward leniency 


their attitudes and behaviour, they strive to imperfect decision (or the middle point in evaluations) as we 


reduce the dissonance.'* 

Other reasons people may hang on to 
a losing course of action are optimism and 
control. Some people are overly pptimistic 
and overestimate the likelihood that posi- 
tive things will happen to them. Other 
people operate under an illusion of control—that they 
have special skills to control the future that other people 
don't have." The closer a project is to completion, the 
more likely escalation is to occur." 

Hanging on to a poor decision can be costly to 
organizations. While most American airlines originally 
placed orders for the prestigious Mach 2 Concorde air- 
liner during the 1960s, their orders for the plane were 
eventually cancelled, leaving only British Airways and 
Air France as customers. While these two firms dog- 
gedly held on to their marginally profitable Concorde 
operations for almost three decades, a crash in 2000 led 
to closer scrutiny of the aging fleet, which was eventu- 
ally retired in 2003. Industry insiders estimate that every 
customer who took the Concorde rather than a 747 cost 
British Airways more than $1,200 in profits." 

Organizations can deal with escalation of commit- 
ment in several ways. One is to split the responsibility for 
project decisions, by allowing different individuals to make 
decisions at different project stages. Organizations have 
also tried to eliminate escalation of commitment by closely 
monitoring decision makers.” Another suggestion is to 
provide individuals with a graceful exit from poor decisions 


so that their self-images are not threatened. One way of 


accomplishing this is to reward people who admit to poor 
decisions before escalating their commitment to them, or 
having groups make an initial investment decision. Partici- 
pants in group decision making may experience a diffusion 
of responsibility for the failed decision rather than feeling 
personally responsible; thus, they can pull out of a bad 


decision without threatening their image.” 
Individuals are imperfect decision makers! There are 


many cognitive limits on their ability to make effective 
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makers! 
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want to avoid extremes in our assessments. 

Daniel Kahneman, winner of the 
Nobel Prize in Economics, first uncov- 
ered some key limitations to individuals’ 
cognitive abilities. In his seminal 1974 
article, coauthored with Amos Tversky, he 
found that individuals rely on heuristics when they are 
faced with judgments under uncertainty. While the heu- 
ristics can be helpful, they can lead to errors. Kahneman 
and Tversky found, for example, that individuals tend to 
disregard sample size and tend not to make sufficient 
adjustments to their starting point as they stay anchored 
there. As a result of relying on heuristics, people develop 
cognitive biases that affect their ability to make good 
decisions.” 

More recently, researchers have uncovered 
how our decisions are shaped by our blind spots or 
unconscious or implicit bias. Such biases “... are 
unconscious feelings we have towards other people— 
unconscious feelings that play a strong part in influencing 
our judgement of certain people and groups, away from 
being balanced or even-handed, in many different areas 
of life.”?? It is important to note that we all have such 
biases: “Implicit biases are a natural process by which 
we take information, and we judge people on the basis 
of generalizations [and stereotypes] regarding that infor- 
mation. We all do it.”* Such biases have several char- 
acteristics: (1) We generally tend to hold implicit biases 
that favour our own ingroup, though research has shown 
that we can still hold implicit biases against our ingroup; 
(2) Implicit biases are malleable. Our brains are incred- 
ibly complex, and our implicit associations can be gradu- 
ally unlearned through debiasing techniques; (3) The 
implicit associations we hold 


do not necessarily align with | unconscious or implicit 
our declared beliefs or even | bias Our unconscious, subtle 


reflect stances we would feelings toward others that 
explicitly endorse; and (4) 


; them. 
Implicit and explicit biases“ 
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influence our judgments about 


ay, 


are related but distinct mental constructs. They are not 
mutually.exclusive and may even reinforce each other.” 
A recent study found that preschool teachers focused 


preschoolers who get suspended.” In a workplace con- 
text, such biases can have a serious impact on the fairness 
of performance appraisals in organizations, for example. 
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more on the behaviour of black boys and considered their 
behaviour as challenging even though all the children, 
black and white girls and boys, displayed similar and 
non-challenging behaviours. Black children account for 
roughly 19 percent of all preschoolers, but nearly half of 


Table 7.1 describes 20 of our cognitive biases. 

We have seen that there are many limits to how 
rational a manager can be in making decisions. Most man- 
agerial decisions involve considerable uncertainty and 
risk, and individuals react differently to risk situations. 


AnchoringBias 


People are over-reliant 
on the first piece of 
information they hear. 

In a salary negotiation, 
whoever makes the first 
offer establishes a range 
of reasonable possi- 
bilities in each person's 
mind. 

Clustering Illusion 

This is the tendency to 
see patterns in random 
events. It is key to various 
gambling fallacies, like 
the idea that red is more 
or less likely to turn up 
ona roulette table after a 
string of reds. 


Outcome Bias — 


Judging a decision based 
on the outcome, rather 
than how exactly the 
decision was made in the 
moment. Just because 
you won a lot in Vegas 
doesn’t mean gambling 
your money was a smart 
decision. 


Salience 4 


Our tendency to focus on 
the most easily recogniz- 
able features of a person 
or concept. When you 
think about dying, you 
might worry about being 
mauled by a lion, as 
Opposed to what is more 
likely, like dying in a car 
accident. 


SOURCE: From S. Lee and S. Lehowitz,"20 Cognitive Biases That Screw Up Your Decisions,” Business Insider, Au 


People overestimate the 
important of informa- 
tion that is available to 
them. A person might 
argue that smoking is not 
unhealthy because they 
know someone who lived 
to 100 years and smoked 
three packs a day. 


Confirmation Bias 


We tend to listen only 

to information that 
confirms our preconcep- 
tions—one of the many 
reasons it’s so hard to 
have an intelligent con- 
versation about climate 
change. 


Overconfidence 


Some of us are too confi- 
dent about our abilities, 
and this causes us to take 
greater risks in our daily 
lives. Experts are more 
prone to this bias than 
laypeople, since they are 
more convinced they are 
right. 


Selective Perception _ 


Allowing our expecta- 
tions to influence how 
we perceive the world. 
An experiment involving 
a football game between 
students from two 
universities showed 

that one team saw the 
opposing team commit 
more infractions. 


Copyrighted 2015. Business Insider, 280769:0918PF. 
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The probability of one 
person adopting a belief 
increases based on the 
number of people who 
hold that belief. This 

is a powerful form of 
groupthink and is reason 
why meetings are often 
unproductive. 


Where people favour 
prior evidence over new 
evidence or informa- 
tion that has emerged. 
People were slow to 
accept that the Earth 
was round because they 
maintained their earlier 
understanding that the 
planet was flat. 


When simply believing 
that something will 
have a certain effect on 
you causes it to have 
that effect. In medicine, 
people given “fake” pills 
can experience the same 
physiological effects as 
people given the real 
thing. 


Expecting a group or 
person to have certain 
qualities without having 
real information about 
the person. It allows 

us to quickly identify 
strangers as friends or 
enemies, but people 
tend to overuse and 
abuse it. 


’ 


Failing to recognize your 
own cognitive biases is 
a bias in itself. People 
notice cognitive and 
motivational biases 
much more in others 
than in themselves. 


The tendency to seek 
information when it does 
not affect action. More 
information is not always 
better. With less informa- 
tion people can often 
make more accurate 
predictions. 


When a proponent of 
an innovation tends to 
overvalue its usefulness 
and undervalue its limi- 
tations. Sound familiar, 
Silicon Valley? 


An error that comes 
from focusing only on 
surviving examples, 
causing us to misjudge 
a situation. For instance, 
we might think that 
being an entrepreneur is 
easy because we haven't 
heard of all those who 
have failed. 


When you choose some- 
thing, you tend to feel 
positive about it, even 

if that choice has flaws. 
Like how you think your 
dog is awesome—even 
if it bites people every 
once in a while. 


The decision to ignore 
dangerous or negative 
information by “burying” 
one’s head in the sand, 
like an ostrich. Research 
suggests that investors 
check the value of their 
holdings significantly 
less often during bad 
markets. 


The tendency to weigh 
the latest information 
more heavily than older 
data. Investors often 
think the market will 
always look the way it 
looks today and make 
unwise decisions. 


Sociologists have found 
that we love certainty— 
even if it’s counterpro- 
ductive. Eliminating risk 
entirely means there is 
no chance of harm being 
caused. 


gust 26 2015, http://www.businessinsider.com/cognitive-biases-that-affect-decisions-2015-8, accessed July 30, 2018. 
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ON DECISION MAKING 


No decision is made in a vacuum. In many wavs, deci- 
sions reflect the people who make them, so it is appro- 
priate to examine the individual influences on decision 
making: comfort with risk, cognitive style, personality, 
intuition, and creativity. 


Risk and the Manager 


Many decisions involve some element of risk. For man- 
agers, hiring decisions, promotions, delegation, acqui- 
sitions and mergers, overseas expansions, new product 
development, and other decisions make risk a part of the 
job. ; 

Individuals differ in terms of their willingness to 
take risks. Some people experience risk aversion. They 
choose options that entail fewer risks, preferring famil- 
iarity and certainty. Other individuals are risk takers; that 
is, they accept greater potential for loss in decisions, tol- 
erate greater uncertainty, and in general are more likely 
to make risky decisions. Risk takers arc also more likely 
to take the lead in group discussions.” 

Some earlier research indicated that women are 
more averse to risk taking than men and that older, more 
experienced managers are more risk averse than younger 
managers. However, more recently, the view that women 
are more risk averse has been challenged.” There is also 
some evidence that successful managers take more risks 


than unsuccessful managers.”” However, the tendency to 
take risks or avoid them is only part of behaviour toward 
risk. Risk taking is influenced by not only an individual's 


Many decisions involve some element of risk and 
ambiguity. 
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tendency but also organizational factors. In commercial 
banks, loan decisions that require the assessment of risk 
are made every day. 

Upper-level inanagers face a tough task in managing 
risk-taking behaviour. By discouraging lower-level man- 
agers from taking risks, they may stifle creativity and inno- 
vation. If upper-level managers are going to encourage 
risk taking, however, they must allow employees to fail 
without fear of punishment. One way to accomplish 
this is to consider failure “enlightened trial and error.” 
The key is establishing a consistent attitude toward risk 
within the organization. 

When individuals take risks, losses may occur. Sup- 
pose an oil producer thinks there is an opportunity to 
uncover oil by reentering an old drilling site. She gathers 
a group of investors and shows them the logs, and they 
chip in to finance the venture. The reentry is drilled to 
a certain depth, and nothing is found. Convinced they 
did not drill deep enough, the producer goes back to the 
investors and requests additional financial backing to 
continue drilling. The investors consent, and she drills 
deeper, only to find nothing. She approaches the inves- 
tors, and after lengthy discussion, they agree to provide 
more money to drill deeper. Why do decision makers 
sometimes throw good money after bad? 


Cognitive Styles 


Cognitive styles refer to how we typically think, 
remember, and address problems. They influence our 
attitudes, values, and social interaction. Further, cogni- 
tive styles are seen as bipolar variables as they indicate 
a tendency that is relatively fixed. Abilities, on the other 
hand, are unipolar so that having more of an ability is 
generally considered to be better.*’ Researchers have 
identified various cognitive styles and have developed 
instruments to measure them. Field dependence/inde- 
pendence has been studied extensively. Field dependent 
individuals are most affected by their environment. They 
tend to get the whole idea whereas the field indepen- 
dent individuals conduct an analytical procedure and are 
more likely to break a model into different sections and 
details and tend to depend on their inner knowledge.” 
Studies have shown that a manager's cognitive style 
can have an impact on what 
sorts of strategies they prefer. 
“In practice, understanding 
the differences which are 
connected with the views of 
strategies is important when 
members of the top man- 
agement team are replaced 


cognitive style An 
individual's preference for 
gathering information and 
evaluating alternatives. 


to choose options that entail 
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risk aversion The tendency 


; fewer risks and less uncertainty. 


ihe] 


intuition A fast, positive force 


he events of September 11, 2001, had a significant impact 

on Bombardier and other plane manufacturers. That same 
year, Bombardier expanded considerably through acquisitions 
in its rail and recreational groups. According to Pierre Beaudoin, 
CEO since 2008, “.. [as a result,] a lot of the rocks came to the 
surface in terms of Bombardier’s capabilities and structure.” He 
notes that “.. in 2001, we had an organization that was very 
proud of being number one ... But when we talked to our cus- 
tomers, they were saying we weren't very good.” 

Beaudoin and his leadership team soon realized that the 
company’s managers, while acknowledging that there were 
problems, insisted that the problems were not in their depart- 
ments. They surveyed their employees and the employees 
observed that the company focused too much on hardware. 
Based on the survey results and on observing the managers, 
Beaudoin realized that Bombardier would need to move beyond 
particular fixes and needed to get to the core of the company. 
As Beaudoin put it, “[We] needed employees to understand we 
were flying people, not planes.’ Beaudoin then made the deci- 
sion to focus on culture to transform Bombardier. 

Beaudoin identified three priorities—creating a rewarding 
and safe workplace, providing excellent customer service, and 
reducing waste—and then asked Bombardier's top leaders how 
they would realize the priorities. One of the many challenges 
that Beaudoin faced was employees wondering why he had 
decided to focus on “soft” issues such as creating a rewarding 
workplace. However, Beaudoin also emphasized that “hard” 
goals needed to be met, e.g., a $500 million performance 
improvement gain. 

SOURCES: B.Simpson, ‘Flying People, not Planes’: The CEO of Bombardier on Building 
a World-Class Culture,” McKinsey Quarterly, March 2011, accessed from https://www 
.mckinsey.com/business-functions/organization/our-insights/and-8220flying-people- 


not-planes-and-8221-the-ceo-of-bombardier-on-building-a-world-class-culture, 
September 7, 2018. 


by new ones.”* Managers tend to select successors like 
themselves, rather than selecting individuals with dif- 
ferent cognitive styles and personalities. 


Personality, Attitudes, 
and Values 


in decision making that is utilized 


at a level below consciousness 
and involves learned patterns of 
information. 
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In addition to all of the indi- 
vidual differences variables 
(discussed in Chapters 3 
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and 4), personality characteristics, attitudes, and values, 
managers must use both their logic and their creativity 
to make effective decisions. Most of us are more com- 
fortable using either logic or creativity, and we show that 
preference in everyday decision making. 

Our brains have two lateral halves. The right side 
is the centre for creative functions, while the left side 
is the centre for logic, detail, and planning. There are 
advantages to both kinds of thinking, so the ideal situa- 
tion is to be “brain-lateralized” or to be able to use either 
logic or creativity or both, depending on the situation. 
There are ways to develop the side of the brain you are 
not accustomed to using. To develop your right side, or 
creative side, you can ask “what-if” questions, engage 
in play, and follow your intuition. To develop the left 
side, you can set goals for completing tasks and work to 
attain these goals. For managers, it is important to see 
the big picture, craft a vision, and plan strategically—all 
of which require right-brain skills. It is equally impor- 
tant to be able to understand day-to-day operations and 
flow chart work processes, which are left-brain skills. 
Brain hemispheric dominance is related to students’ 
postsecondary education choices. Left-brained students 
gravitate toward business, engineering, and sciences, 
whereas right-brained students are attracted to educa- 
tion, nursing, communication, and literature.™ 


Intuition 


There is evidence that managers use their intuition 
to make decisions.* Henry Mintzberg, in his work on 
managerial roles, found that in many cases managers do 
not appear to use a systematic, step-by-step approach to 
decision making. Rather, Mintzberg argued, managers 
make judgments based on “hunches.” Daniel Isenberg 
studied the way senior managers make decisions and 
found that intuition was used extensively, especially as a 
mechanism to evaluate decisions made more rationally.” 
A study of the way managers at Bank of America made 
decisions about the future direction of the company fol- 
lowing the deregulation of the banking industry found 
they used intuition as an antidote to “analysis paralysis,” 
or the tendency to analyze decisions rather than develop 
innovative solutions.* Similarly, a series of studies con- 
ducted with the U.S. Navy, U.S. Army, and firefighters, 
found that decision makers normally relied on intuition 
in unfamiliar, challenging situations. These decisions 
were superior to those made after careful evaluation of 
information and potential alternatives. 

Just what is intuition? In Jungian theory, intuiting 
(N) is one preference used to gather data. This is only 
one way that the concept of intuition has been applied 
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to managerial decision making, and it is perhaps the operated by gut feeling.”*” A review of the research on 


most widely researched form of the concept of intuition. intuition suggests that although intuition itself cannot be 
There ne however, many definitions of intuition in the taught, managers can be trained to rely more fully on the 
managerial literature. Chester Barnard, one of the early promptings of their intuition.“ 
influential management researchers, Intuition, with many definitions, is 
argued that intuition’s main attributes an elusive concept. Some researchers 
were speed and the inability of the deci- 66 view “rational” methods as preferable to 
slo maker to determine how the deci- eee intuition, yet satisfaction with a rational 
sion was made.“ Other researchers have Although intuition decision is usually determined by how 
olor that intuition occurs at an itself cannot be the decision feels intuitively. Intu- 
unconscious level and that this is why the ition appears to have a positive effect 
decision maker cannot verbalize how the taught, managers can on managerial decision making, but it is 
decision was made.*! rOv i 
—_ : | betrainedtorelymore without controversy. Some writers 
ntuition as been variously argue that intuition has its place and that 
described as follows: fully onthe promptings instincts should be trusted, but not as a 
i aiPleiee to en owwsanmeceaine Oiineir inten. substitute for reason. With new technolo- 
quickly and readily the possibilities BIS, mallegers cal ANA Zea eo 
5 99 information in a lot less time, making the 


rational method less time consuming than 


bo 


m atic ormanc : 5 
Smooth automatic performance of once mee 


learned behaviour sequences. 
3. Simple analyses frozen into habit and into the Creativity 


capacity for rapid response through recognition.“ 
In some ways, creativity is as elusive a concept as intu- 


These definitions share some common assumptions. ition. (We know it when we encounter it and feel its 
First, there seems to be a notion that intuition is fast. absence.) Even though creativity is also highly individual, 
Second, intuition is used at a level below conscious- it is also collective. Personal creativity plays a role in the 
ness. Third, there seems to be agreement that intuition decisions made in organizations every day. Creativity 
involves learned patterns of information. Fourth, intu- is a process influenced by individual and organizational 
ition appears to be a positive force in decision making. factors that results in the production of novel and useful 

The use of intuition may lead to more ethical deci- ideas, products, or both.” 
sions. Intuition allows an individual to take on another's The four stages of the creative process are prep- 
role with ease, and role taking is a fundamental part aration, incubation, illumination, and_ verification. 
of developing moral reasoning. You will recall from Preparation means seeking out new experiences and 
Chapter 4 the role of cognitive moral development in opportunities to learn, because creativity grows from 
ethical decision making. One study found a strong link a base of knowledge. Incubation is a process of reflec- 
between cognitive moral development and intuition. tive thought and is often conducted subconsciously. 
The development of new perspectives through intuition During incubation, the individual engages in other pur- 
leads to higher moral growth, and thus to more ethical suits while the mind considers the problem and works 
decisions.” on it. Illumination occurs when the individual senses 

One question that arises is whether managers can be an insight for solving the problem. Finally, verifica- 
taught to use their intuition. After giving intuition tests tion is conducted to determine if the solution or idea is 


to more than 10,000 executives, Agor has concluded that valid. Verification is accomplished by thinking through 


in most cases, higher management positions are held the implications of the decision, presenting the idea to 


by individuals with higher levels of intuition. Just as the another person, or trying out the decision. Momentary 
brain needs both hemispheres to work, Agor cautions quieting of the brain through relaxation can increase 
that organizations need both analytical and intuitive “coherence” or the ability of 
minds to function at their peak. Agor suggests relaxation different parts of the brain creativity A process 
techniques, using images to guide the mind, and taking to work together.* Both | influenced by individual and 
creative pauses before making a decision.” In his auto- individual and organiza- | organizational factors that results 
tional influences affect the | i" the production of novel and 
biography, Lee Iacocca, once CEO of Chrysler, spends io useful ideas, products, or both. 


pages extolling intuition: “To a certain extent, I've always creative process. 
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INDIVIDUAL INFLUENCES Several individual vari- 
ables are related to creativity. One group of factors 
involves the cognitive processes that creative individuals 
tend to use. One cognitive process is divergent thinking, 
meaning the individual’s ability to generate several 
potential solutions to a problem.” In addition, asso- 
ciational abilities and the use of imagery are associated 
with creativity.” Unconscious processes such as dreams 
are also essential cognitive processes related to creative 
thinking.” 

Personality factors have also been related to creativity 
in studies of individuals from several different occupa- 
tions. These characteristics include intellectual and 
artistic values, breadth of interests, high energy, concern 
with achievement, independence of judgment, intuition, 
self-confidence, and a creative self-image.*’ Tolerance of 
ainbiguity, intrinsic motivation, risk taking, and a desire 
for recognition are also associated with creativity.” 

There is also evidence that people who are in a good 
mood are more creative.” Positive affect is related to cre- 
ativity in work teams because being in a positive mood 
allows team members to explore new ways of thinking.” 
Positive emotions enhance creativity by broadening your 
cognitive patterns and resources. These positive emo- 
tions initiate thoughts and actions that are novel and 
unscripted.” Moreover, it is a cyclical process: thinking 
positively makes us more creative, and being more cre- 
ative makes us think positively. 

Conversely, it has been found that people in nega- 
tive moods perform better at tasks involving consider- 
able cognitive demands. When an individual experiences 
negative moods or emotions, it is a signal to the individual 
that all is not well, and leads to more attention and vigi- 
lance in cognitive activity. Try the Self-Assessment now! 


ORGANIZATIONAL INFLUENCES The organizational 
environment in which people work can either support 
creativity or impede creative efforts. Creativity killers 
include focusing on how work will be evaluated, being 
closely monitored while you are working, and competing 
with other people in win—lose situations. In contrast, 
creativity facilitators include feelings of autonomy, being 
part of a team with diverse skills, and having creative 
supervisors and coworkers. High-quality, supportive 
relationships with supervisors are related to creativity.™ 
High-quality social networks that are cohesive can have a 
positive impact on creative decision making. Such social 
networks encourage creative decision making by facili- 
tating shared sensemaking of relevant information and 
consensus building.® Flexible organizational structures 
and participative decision making have also been associ- 
ated with creativity. 
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dobe, the digital marketing and media company, devel- 

oped an approach to creativity called Kickbox, and it 
was so successful within Adobe that it is now open sourced. 
The instructions are free, so any company can create its own 
kickbox. It is a red cardboard box that includes a pen, sticky 
notes, a timer, a small notebook for bad ideas, a spiral notebook, 
a sea salt and caramel chocolate bar, and a $10 Starbucks gift 
card. Also included is a $1,000 prepaid card that employees can 
spend without having to justify their expense to management. 

Inside the box is a five-step model to develop a creative 
idea: inception, ideate, improve, investigate, and infiltrate. Each 
step has detailed instructions on how to complete the step. It’s 
a highly systematic process, and more than 1,000 employees at 
Adobe have used a Kickbox. Of these, 23 have received major 
investments from Adobe to move their ideas ahead. 

Adobe's VP of Creativity, Mark Randall, came up with the 
Kickbox idea. He surveyed employees to see what kept them 
from pursuing creative ideas. The number-one response was 
“convincing management.’ Kickbox eliminates that barrier and 
unboxes creativity and innovation. 


SOURCES: D. Burkus, “Inside Adobe's Innovation Kit,’ Harvard Business Review, accessed 
from https://hbr.org/2015/02/inside-adobes-innovation-kit,; M. Wilson, “Adobe's 
Kickbox: The Kit to Launch Your Next Big Idea,” Fast Company, February 9, 2015, 
accessed from http://www.fastcodesign.com/3042128/adobes-kickbox-the-kit-to 
-launch-your-next-big-idea, September 7, 2018. 


An organization can also present impediments to 
creativity. These barriers include internal political prob- 
lems, harsh criticism of new ideas, destructive internal 
competition, and avoidance of risk. The physical envi- 
ronment can also hamper creativity. Companies such as 
Oticon, a Danish hearing-aid manufacturer, and Ethicon 
Endo-Surgery, a division of Johnson & Johnson, use 
open-plan offices that eliminate office walls and cubi- 
cles as they believe that employees will interact more 
frequently. When people mix, ideas mix as well. Orga- 
nizations can, therefore, enhance individuals’ creative 
decision making by providing a supportive environment, 
participative decision making, and a flexible structure. 


INDIVIDUAL/ORGANIZATION FIT Research has indi- 
cated that creative performance is highest when there is 
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a match, or fit, between the individual and organizational We have seen that both individual and organiza- 


influences on creativity. When individuals who desire to tional factors can produce creativity. Creativity also 
be creative are matched with an organization that values means finding problems as well as fixing them. Recently, 
creative ideas, the result is more creative performance. four different types of creativity have been proposed, 
A common mistaken assumption about creativity is based on the source of the trigger (internal or external) 
that either you have it or you do not. Research refutes and the source of the problem (presented versus dis- 
this myth and has shown that individuals can be trained covered). Responsive creativity means responding to a 
to be more creative. The Disney Institute features a problem that is presented to you by others because it is 
wide range of programs offered to organizations, and part of your job. Expected creativity is discovering prob- 
one of its best-sellers is creativity training. Part of cre- lems because you are expected to by the organization. 
ativity training involves learning to open up mental locks Contributory creativity is responding to problems pre- 
that keep us from generating creative alternatives to a sented to you because you want to be creative. Proactive 
decision or problem. Studies of the role of organizational creativity is discovering problems because you want to 
rewards in encouraging creativity have mixed results. be creative.” 
Some studies have shown that monetary incentives 3M consistently ranks among the top ten in Fortune’s 
improve creative performance, whereas others have annual list of most admired corporations. It earned this 
found that material rewards do not influence innovative reputation through innovation: more than one-quarter 
activity. Still other studies have indicated that explicitly of 3M’s sales are from products less than four years old. 
contracting to obtain a reward led to lower levels of cre- Post-It Notes, for example, were created by a worker 
ativity when compared with contracting for no reward, who wanted little adhesive papers to mark hymns for 
being presented with just the task, or being presented church service. He thought of another worker who had 
with the task and receiving the reward later.” perfected a light adhesive, and the two spent their “free 
The following are some mental locks that diminish time” developing Post-It Notes. 3M has continued its 
creativity: tradition of innovation with Post-It Flags, Pop-Up Tape 


Strips, and Nexcare Ease-Off Bandages.” 

Leaders can play key roles in modelling creative 
a Trying to be logical behaviour. Sir Richard Branson, founder and chairman 
= Following the rules of U.K.—based Virgin Group, believes that if you do not 
use your employees’ creative potential, you are doomed 
to failure. At Virgin Group, the culture encourages risk 
= Striving for practicality taking and rewards innovation. Rules and regulations are 
™ Being afraid to look foolish not its thing, nor is analyzing ideas to death. Branson says 
that an employee can have an idea in the morning and 
implement it in the afternoon.” 


= Searching for the “right” answer 
m Avoiding ambiguity 


= Avoiding problems outside our own expertise 
w Fearing failure 


= Believing we are not really creative 


= Not making play a part of work’) & THE GROUP DECISION-MAKING 


Note that many of these mental locks stem from PROCESS 
values within organizations. Organizations can facilitate 
creative decision making in many ways. Rewarding cre- Managers use groups to make decisions for several 
ativity, allowing employees to fail, making work more reasons. One is synergy, which occurs when group 
fun, and providing creativity training are a few sugges- members stimulate new ponuens to problems through 
tions. Organizations can encourage creativity by exposing the process of mutual influence and encouragement 
employees to new ideas through job rotation, for example, within the U8 Another tenon for using a group is 
which moves employees through different jobs and gives to gain commitment to a Goorent Groups also bring 
them exposure to different information, projects, and more knowledge and oe ayia Pewee 
teams, either within or outside the company. F inally, ence to the problem-solving chat Scie In cre 
managers can encourage employees to surround them- situation. - group members stimulate new 
selves with stimuli that they have found to enhance their Group decisions can solutions to ea through the 
creative processes. These may be music, artwork, books, sometimes be predicted ay cee WE 


. . . 72 7. x, ‘ . WS 
or anything else that encourages creative thinking. by comparing the vie 
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soci 


schemes Simple rules used to 
determine final group decisions. 


groupthink A deterioration 
of mental efficiency, reality 
testing, and moral judgment 
resulting from pressures within 
the group. 
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of the initial group members with the final group 
decision. These simple relationships are known as 
social decision schemes. One social decision scheme 
is the majority-wins rule, in which the group supports 
whatever position is taken by the majority of its mem- 
bers. Another scheme, the truth-wins rule, predicts that 
the correct decision will emerge as an increasing number 
of members realize its appropriateness. The two-thirds- 
majority rule means that the decision favoured by two- 
thirds or more of the members is supported. Finally, the 
first-shift rule states that members support a decision rep- 
resented by the first shift in opinion shown by a member. 

Research indicates that these social decision 
schemes can predict a group decision as much as 80 per- 
cent of the time.” Current research is aimed at discov- 
ering which rules are used in particular types of tasks. 
For example, studies indicate that the majority-wins rule 
is used most often in judgment tasks (that is, when the 
decision is a matter of preference or opinion), whereas 
the truth-wins rule predicts decisions best when the task 
is an intellective one (that is, when the decision has a 
correct answer).” 


Advantages and Disadvantages 
of Group Decision Making 


Group decision making has advantages and disadvan- 
tages. The advantages include (1) more knowledge 
and information through the pooling of group member 
resources; (2) increased acceptance of and commitment 
to the decision because the members had a voice in it; 
and (3) greater understanding of the decision because 
members were involved in the various stages of the 
decision process. The disadvantages of group decision 
making include (1) pressure within the group to conform 
and fit in; (2) domination of the group by one forceful 
member or a dominant clique, who may ramrod the 
decision; and (3) the amount of time required, because a 
group makes decisions more slowly than an individual.* 

Inlight ofthese advantages and disadvantages, should 
an individual or a group make a decision? Substantial 
empirical research indicates that effectively making that 
determination depends on the type of task involved. For 
judgment tasks requiring 
an estimate or a prediction, 
groups are usually superior 
to individuals because of the 
breadth of experience that 
multiple individuals bring to 
the problem.” On tasks that 
have a correct solution, other 
studies have indicated that 


al decision 
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the most competent individual outperforms the group.” 
However, this. finding has been called into question. 
Much of the previous research on groups was conducted 
in the laboratory, where group members interacted only 
for short periods of time. Researchers wanted to know 
how a longer group experience would affect decisions. 
Their study showed that groups who worked together for 
longer periods of time outperformed the most compe- 
tent member 70 percent of the time. As groups gained 
experience, the best members became less important to 
the group’s success.*! This study demonstrated that expe- 
rience in the group is an important variable to consider 
when evaluating the individual versus group decision- 
making question. 

Given the emphasis on teams in the workplace, 
many managers believe that groups produce better deci- 
sions than individuals, yet the evidence is mixed. More 
research needs to be conducted in organizational set- 
tings to help answer this question. 


Limits of Group Decision Making 


Two potential liabilities are found in group decision 
making: groupthink and group polarization. These prob- 
lems are discussed next. 


GROUPTHINK One liability of a cohesive group is its 
tendency to develop groupthink, a dysfunctional pro- 
cess. Irving Janis, the originator of the groupthink con- 
cept, describes groupthink as “a deterioration of mental 
efficiency, reality testing, and moral judgment” resulting 
from pressures within the group.” 

Certain conditions favour the development of 
groupthink. One of the conditions is high cohesiveness. 
Cohesive groups tend to favour solidarity because mem- 
bers identify strongly with the group.* High-ranking 
teams that make decisions without outside help are espe- 
cially prone to groupthink because they are likely to have 
shared mental models; that is, they are more likely to 
think alike.** Homogeneous groups (ones with little to 
no diversity among members) are more likely to suffer 
from groupthink.® Two other conditions that encourage 
groupthink are having to make a highly consequential 
decision and time constraints. A highly consequential 
decision is one that will have a great impact on the group 
members and on outside parties. When group members 
feel that they have a limited time in which to make a 
decision, they may rush through the process. These ante- 
cedents cause members to prefer concurrence in deci- 
sions and to fail to evaluate one another's suggestions 
critically. A group suffering from groupthink shows rec- 
ognizable symptoms. 
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An incident cited as a prime example of groupthink 
is the 1986 Challenger disaster, in which the shuttle 
exploded and killed all seven crew members. A presiden- 
tial commission concluded that flawed decision making 
was the primary cause of the accident. In 2003, the 
shuttle Columbia exploded over Texas upon reentering 
the earth’s atmosphere, killing all seven crew members. 
Within days of the Columbia disaster, questions began to 
surface about the decision-making process that led flight 
engineers to assume that damage caused to the shuttle 
upon takeoff was minor and to continue the mission. The 
subsequent investigation of the disaster led observers 
to note that NASA’s decision-making process appeared 
just as flawed in 2003 as it was in 1986, exhibiting all 
the classic symptoms of groupthink. The final accident 
report blamed the NASA culture that downplayed risk 
and suppressed dissent for the decision.” 


Poor decision-making can lead to catastrophic 
consequences. 


Consequences of groupthink include an incomplete 


survey of alternatives, failure to eval- 
uate the risks of the preferred course of 
action, biased information processing, 
and a failure to work out contingency 
plans. Evident in the Challenger situa- 
tion, the overall result of groupthink is 
defective decision making. The group 
considered only two 
launch or no launch. Group members 
failed to consider the risks of their 
decision to launch the shuttle, and they 
did not develop any contingency plans. 

Table 7.2 presents the symp- 
toms of groupthink and Janis’s guide- 
lines for avoiding groupthink. Many 
of these suggestions centre around 
ensuring that decisions are evaluated 
completely, with opportunities for 
discussion from all group members. 
This strategy encourages members 
to evaluate one another's ideas criti- 
cally. Groups that are educated about 
the value of diversity tend to perform 
better at decision-making tasks. On the 
other hand, groups that are homog- 
enous and are not educated about the 
value of diversity do not accrue such 
benefits in decision making.” 

Janis has used the groupthink 
framework to conduct historical anal- 
yses of several political and military 
fiascoes. One review of the decision 
situation in the Challenger incident 


alternatives: 
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TABLE 7.2 


illusions of invulnerability. Group members feel that they are above criticism. This 
symptom leads to excessive optimism and risk taking. 


Illusions of group morality. Group members fee! they are moral in their actions and 
therefore above reproach. This symptom leads the group to ignore the ethical 
implications of their decisions. 


Illusions of unanimity. Group members believe there is unanimous agreement on the 
decisions. Silence is misconstrued as consent. 


Rationalization. Group members concoct explanations for their decisions to make them 
appear rational and correct. The results are that other alternatives are not considered, and 
there is an unwillingness to reconsider the group's assumptions. 

Stereotyping the enemy. Competitors are stereotyped as evil or stupid. This leads the 
group to underestimate its opposition. 

Self-censorship. Members do not express their doubts or concerns about the course of 
action. This prevents critical analysis of the decisions. 

Peer pressure. Any members who express doubts or concerns are pressured by other 
group members who question their loyalty. 

Mindguards. Some members take it upon themselves to protect the group from negative 
feedback. Group members are thus shielded from information that might lead them to 
question their actions. 


Ask each group member to assume the role of the critical evaluator who actively voices 
objections or doubts. 

Have the leader avoid stating his or her position on the issue prior to the group decision. 
Create several groups that work on the decision simultaneously. 

Bring in outside experts to evaluate the group process. 

Appoint a devil's advocate to question the group’s course of action consistently. 
Evaluate the competition carefully, posing as many different motivations and intentions 
as possible. 

Once consensus is reached, encourage the group to rethink its position by reexamining 
the alternatives. 


SOURCE: From Janis. Groupthink, 2E. © 1982 Wadsworth, a part of Cengage Learning, Inc. Reproduced by permission. www.cengage.com/permissions. 
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proposed that two variables, time and leadership style, are 
important to include.” When a decision must be made 
quickly, there is more potential for groupthink. Leader- 
ship style can either promote groupthink (if the leader 
makes his or her opinion known up front) or avoid group- 
think (if the leader encourages open and frank discussion). 

There are few empirical studies of groupthink, and 
most of these involved students in a laboratory setting. 
More applied research may be seen in the future, how- 
ever, as a questionnaire has been developed to measure 
the constructs associated with groupthink.” Janis’s work 
on groupthink has led to several interdisciplinary efforts 
at understanding policy decisions.*’ The work under- 
scores the need to examine multiple explanations for 
failed decisions. Teams that experience cognitive (task- 
based) conflict are found to make better decisions than 
teams that experience affective (emotion-based) con- 
flict. As such, one prescription for managers has been to 
encourage cognitive conflict while minimizing affective 
conflict. However, these two forms of conflict can also 
occur together and more research is needed on how one 
can be encouraged while minimizing the other.” 


GROUP POLARIZATION Another group phenom- 
enon was discovered by a graduate student. His study 
showed that groups and individuals within the group 
made riskier decisions and accepted greater levels of risk 
following a group discussion of the issue. Subsequent 
studies uncovered another shift—toward caution. Thus, 
group discussion produced shifts both toward more 
risky positions and toward more cautious positions.” 
Further research revealed 
that individual group mem- 
bers’ attitudes became more 
extreme simply following 
group Indi- 
viduals who were initially 
against an 


discussion. 


issue became 


more radically opposed, 
and individuals who were in 
favour of the issue became 
more strongly supportive 
following discussion. These 
shifts came to be known as 


group polarization. 


The tendency toward polarization has important 
implications for group decision making. Groups whose 
initial views lean a certain way can be expected to adopt 
more extreme views following interaction. 

Several ideas have been proposed to explain why 
group polarization occurs. One explanation is the social 
comparison approach. Prior to group discussion, indi- 
viduals believe they hold better views than the other 
members. During group discussion, they see that their 
views are not so far from average, so they shift to more 
extreme positions.® A second explanation is the persua- 
sive arguments view. It contends that group discussion 
reinforces the initial views of the members, so they take 
a more extreme position.” Both explanations are sup- 
ported by research. It may be that both processes, along 
with others, cause the group to develop more polarized 
attitudes. 

Group polarization leads groups to adopt extreme 
attitudes. In some cases, this can be disastrous. For 
instance, if individuals are leaning toward a dangerous 
decision, they are likely to support it more strongly fol- 
lowing discussion. Both groupthink and group polariza- 
tion are potential liabilities of group decision making, 
but several techniques can be used to help prevent or 
control these two liabilities. 


Techniques for Group Decision Making 


Once a manager has determined that a group decision 
approach should be used, he or she can determine the 
technique that is best suited to the decision situation. 


group polarization The 
tendency for group discussion 
to produce shifts toward more 
extreme attitudes among 
members. 


Photo by Brendan Church on Unsplash 


Group polarization leads groups to adopt extreme and inflexible ideas. 
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Seven techniques will be briefly summarized: brain- 
storming, nominal group technique, devil's advocacy, 
dialectical inquiry, quality circles and quality teams, and 
self-managed teams. 


BRAINSTORMING Brainstorming is a good tech- 
nique for generating alternatives. The idea behind 
brainstorming is to generate as many ideas as pos- 
sible, suspending evaluation until all of the ideas have 
been suggested. Participants are encouraged to build 
upon the suggestions of others, and imagination is 
emphasized. One company that benefits from brain- 
storming is Tovota. Despite its success with the baby- 
boomer generation, Toyota's executives realized that 
they were failing to connect with younger buyers, who 
viewed the firm as stodgy. In response, Toyota assem- 
bled a group of younger emplovees to brainstorm new 
products for this market. The result was the Toyota 
Echo, as well as Scion, an entirely new line of boxy 
crossover vehicles aimed at the younger set.” Similarly, 
Cirque du Soleil has a group, the Trend Group, com- 
posed of young people, to gather ideas from all over the 
world.” 

Evidence suggests, however, that group  brain- 
storming is less effective than a comparable number of 
individuals working alone. In groups, participants engage 
in discussions that can make them lose their focus.” 


NOMINAL GROUP TECHNIQUE A - structured 
approach to decision making that focuses on gener- 
ating alternatives and choosing one is called nominal 
group technique (NGT). NGT involves the following 
discrete steps: (1) Individuals silently list their ideas; (2) 
Ideas are written on a chart one at a time until all ideas 
are listed; (3) Discussion is permitted but only to clarify 
the ideas. No criticism is allowed; and (4) A written vote 
is taken. NGT is a good technique to use in a situation 
where group members fear criticism from others.'°° 


DEVIL’S ADVOCACY In the devil’s advocacy deci- 
sion method, a group or individual is given the role of 
critic. This devil’s advocate has the task of coming up 
with the potential problems of a proposed decision. This 
helps organizations avoid costly mistakes in decision 
making by identifying potential pitfalls in advance.!" A 
devil’s advocate who challenges the CEO and top man- 
agement team can help sustain the vitality and. perfor- 
mance of the upper echelon. 


DIALECTICAL INQUIRY Dialectical inquiry is 
essentially a debate between two opposing sets of rec- 
ommendations. Although it sets up a conflict, it is a con- 
structive approach because it brings out the benefits and 
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limitations of both sets of ideas. When using this tech- 
nique, it is important to guard against a win-lose attitude 
and to concentrate on reaching the most effective solu- 
tion for all concerned. Research has shown that the way 
a decision is framed (that is, win-win versus win-lose) 
is very important. A decision’s outcome could be viewed 
as a gain or a loss, depending on the way the decision is 


framed.) 


QUALITY CIRCLES AND QUALITY TEAMS Quality 
circles are small groups that voluntarily meet to pro- 
vide input for solving quality or production problems. 
Quality circles also extend participative decision making 
into teams. Managers often listen to recommendations 
from quality circles and implement the suggestions. 
Involvement in the decision-making process is the pri- 


mary reward, 


Quality circles are not empowered to implement 
their own recommendations. They operate in parallel 
fashion to the organization’s structure, and they rely 
on voluntary participation." In Japan, quality circles 


have been integrated into 
the organization instead of 
added on. This may be one 
reason for Japan's success 
with this technique. In con- 
trast, the North American 
experience is not as positive. 
It has been estimated that 60 
to 75 percent of the quality 
circles have failed. Reasons 
for the failures have included 
lack of top management sup- 
port and lack of problem- 
solving skills among quality 
circle members.'” 

Quality teams, in 
contrast, are included in 
total quality management 
and other quality improve- 
ment efforts as part of a 
change in the organization's 
Quality 
are generated from the top 
down and are empowered to 
act on their own recommen- 
dations. Although quality 
circles emphasize the gener- 
ation of ideas, quality teams 
make data-based decisions 
about improving product 
and service quality. Various 


structure. teams 
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brainstorming A technique 
for generating as many ideas as 
possible on a given subject, while 
suspending evaluation until all _ 
the ideas have been suggested. 


nominal group 
technique (NGT) A 
structured approach to group 
decision making that focuses 
on generating alternatives and 
choosing one. 


devil’s advocacy A 
technique for preventing 
groupthink in which a group or 
individual is given the role of critic 
during decision making. 


dialectical inquiry A 
debate between two opposing 
sets of recommendations. 


quality circle A small 

group of employees who work 
voluntarily on company time, 
typically one hour per week, to 
address work-related problems 
such as quality control, cost 
reduction, production planning 
and techniques, and even product 
design. 


quality team A team that is 
part of an organization’s structure 
and is empowered to act on its 
decisions regarding product and 
service quality. 
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, 


decision-making techniques are employed in quality 
teams. Brainstorming, flow charts, and cause-and-effect 
diagrams help pinpoint problems that affect quality 
Quality circles and quality teams are methods for 
¢ 
Self 


managed teams take the concept of participation one 


using groups in the decision-making process 


step further 


SELF-MANAGED TEAMS Another decision- 


making method is the use of self-managed teams. The 


group 


decision-making activities of self-managed teams are 
more broadly focused than those of quality circles and 
quality teams. Self-managed teams make many of the 
decisions that were once reserved for managers, such as 


work scheduling, job assignments, and staffing, 


Factors in Selecting the Appropriate 
Technique 


Before choosing a group decision-making technique, 
the manager should carefully evaluate the group mem- 
bers and the decision situation. Only then can the best 
method for accomplishing the objectives of the group 
decision-making process be selected. If the goal is gener- 
ating a large number of alternatives, for example, brain- 
storming would be a good choice. If group members are 
reluctant to contribute ideas, the nominal group tech- 
nique would be appropriate. To guard against group- 
think, devil’s advocacy or dialectical inquiry would be 
effective. Decisions that concern quality or production 
would benefit from the advice of quality circles or the 
empowered decisions of quality teams. Moreover, recent 
research results suggest that if individuals within a team 
are made accountable for the process of decision making 
(rather than the end decision itself), then such teams are 
more likely to gather diverse information, share informa- 
tion, and eventually make better decisions.’ Finally, a 
manager who wants to prov ide total empowerment to a 


group should consider self-managed teams. 


Special Decision-making Groups 


Even though in organizations many types of groups 
make collective decisions, quality-oriented groups and 
self-managed teams have higher levels of involvement 
and authority in group decision making. 

Many organizations have claimed success with self. 
managed teams. GE has used self-managed teams in its 
aerospace division with some considerable success!” 
show: 
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Electronic 
Brainstorming 
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lectronic brainstorming overcomes two common problems 
Prt can produce group brainstorming failure: production 
blocking and evaluation apprehension. Production blocking 
occurs when you forget what you wanted to contribute because 


you were concentrating on listening to others in the session. In 
electronic brainstorming, ideas are recorded electronically, so 
participants can focus on the ideas they want to share free from 
interruption. Electronic brainstorming also overcomes evalu- 
ation apprehension, which occurs when individuals fear that 
others might respond negatively to their ideas. In electronic 
brainstorming, input is anonymous, so evaluation apprehension 
is reduced. Studies indicate that anonymous electronic brain- 
storming groups outperform face-to-face brainstorming groups 
in the number of ideas generated. 


SOURCES: B. A. Nijstad, W. Stroebe, and H 
Blocking Interfere with Cognitive Processes 


M. Lodewijkx, “Production Blocking and Idea Generation: Does 
lournal of Experimental Social Psychology 39 (2003): 531-549; 
W. H. Cooper, R. B. Gallupe, S. Pollard, and J. Gadsby, “Some Liberating Effects of Anonymous Electronic 
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Brainstorming,’ Small Group Research 29 (1998): 147-178 


Self-managed teams, like any cohesive group, can 
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A 2013 study from the Wharton 
| School found that 15 minutes 
. “ of mindfulness meditation can help 
FACT decision makers make “smarter 

choices.” Mindfulness helped indi- 

viduals to consider information 
available in the present moment and therefore helped them 
make better decisions. The results suggested “that increased 


mindfulness reduces the tendency to allow unrecoverable prior 
costs to influence current decisions.” 


SOURCES: C. Bergland, “The Ne 
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ience of Making a Decision,’ Psychology Today. Canada, May 6, 2015, 


blog/the- athlete y/201505/the-neurosctence-making- decision, 


accessed July 28 2018; A.C, Hafenbrack, 2 


Kinias, and $.G. Barsade, “Debiasing the Mind Through Meditation 
Mindfalness and the Sunk-Cost Bias,” Psychological Science 25, 2: 369-376 


©) owersity ano cutture 
IN DECISION MAKING 


(>> PARTICIPATION IN DECISION 
MAKING 


Styles of decision making vary greatly among cultures. 
Many of the dimensions proposed by Hofstede that were 
presented in Chapter 2 affect decision making. Uncer- 
tainty avoidance, for example, can affect the way people 
view decisions. In Canada, a culture with low uncertainty 
avoidance, decisions are seen as opportunities for change. 
In contrast, cultures such as those of Indonesia and 
Malaysia attempt to accept situations as they are rather 
than to change them.!° Power distance also affects deci- 
sion making. In more hierarchical cultures, such as India, 
top-level managers make decisions. In countries with 
low power distance, lower-level-employees make many 
decisions. The Swedish culture exemplifies this type. 

The individualist/collectivist dimension has impli- 
cations for decision making. Japan, with its collectivist 
emphasis, favours group decisions. Canada has a more 
difficult time with group decisions because it is an individ- 
ualistic culture. Time orientation affects the frame of ref- 
erence of the decision. In China, with its long-term view, 
decisions are made with the future in mind. In Canada, 
many decisions are made considering the short term. 

The masculine/feminine dimension can be com- 
pared to the Jungian thinking/feeling preferences for 
decision making. Masculine cultures, as in many Latin 
American countries, value quick, assertive decisions. 
Feminine cultures, as in many Scandinavian countries, 
value decisions that reflect concern for others. 

Research examining the effects of cultural diversity 
on decision making has found that when individuals in a 
group are racially dissimilar, they engage in more open 
information sharing, encourage dissenting perspec- 
tives, and arrive at better decisions than racially similar 
groups.'!! Other kinds of diversity such as functional 
background have been studied as well. Top manage- 
ment teams that have members who come from a variety 
of functional backgrounds (for example, marketing, 
accounting, information systems) engage in greater 
debate in decision making than top management teams 
in which the members come from similar backgrounds. 
This diversity results in better financial performance for 
the firm.” Research also indicates that strategic decision 
making in firms can vary widely by culture. For example, 
one such source of variation stems from the differential 
emphasis placed on environmental scanning in different 
cultures. Furthermore, strategic decision making might 
appear rational but is also informed by firm level and 
national characteristics.” 
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Effective management of people can improve an organi- 
zations economic performance. Firms that capitalize on 
this fact share several common practices. Chief among 
them is participation of employees in decision making." 
Many do this through highly empowered self-managed 
teams. Even in situations where formal teams are not 
feasible, decision authority can be handed down to 
frontline employees who have the knowledge and skills 
to make a difference. At many hotels, for example, guest 
services personnel are empowered to do whatever is 
necessary to make guests happy—without consulting 
their superiors. 


The Effects of Participation 


Participative decision making occurs when individ- 
uals who are affected by decisions influence the making 
of those decisions. Participation buffers employees from 
the negative experiences of organizational politics.’ 
Participation in decisions such as how technology is 
developed has been found to affect employees’ attitudes 
toward the technology and how they use it.''° In addition, 
participative management has been found to increase 
employee creativity, job satisfaction, and productivity,'"” 

As the economy becomes increasingly based on 
knowledge work and as new technologies make it easier 
for decentralized decision makers to connect, partici- 
pative decision making will undoubtedly increase." 
Needing to adopt a single messaging system to meet the 
requirements of more than 20,000 users, one municipal 
organization faced a huge challenge in getting all the 
users to provide input into the decision. Technology 
helped craft a system that balanced the needs of all the 
groups involved, and IT planners developed a 28-page 
spreadsheet to pull together the needs and desires 
of all 60 departments into a focused decision matrix. 
Within two years, 90 percent of the users had agreed 
on and moved to a single system, reducing costs and 


complexity. ''” 


Foundations for Participation 
and Empowerment 


Organizational and __ indi- 
vidual foundations underlie 
empowerment that enhances 
task motivation and_perfor- 
mance. The organizational 


making Decision making 
in which individuals who are 
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participative decision 


affected by decisions influence 
ihe making of those decisions. 
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foundations for empowerment include a participative, 
supportive organizational culture and a team-oriented 
work design. A supportive work environment is essen- 
tial because of the uncertainty that empowerment can 
cause within the organization. Empowerment requires 
that lower-level organizational members be able to make 
decisions and take action on those decisions. As opera- 
tional employees become em powered to make decisions, 
real fear, anxiety, or even terror can be created among 
middle managers in the organization.’ Senior leader- 
ship must create an organizational culture that is sup- 
portive and reassuring for these middle managers as the 
power dynamics of the system change. 

A second organizational foundation for empow- 
erment concerns the design of work. The old factory 
system relied on work specialization and narrow tasks 
with the intent of achieving routinized efficiency.'*! This 
approach to the design of work had some economic 
advantages, but it also had some distressing disadvan- 
tages leading to monotony and fatigue. This approach 
to the design of work is inconsistent with participation 
because the individual 
feels absolved 
responsibility for a whole 
piece of 
oriented work designs are 


of much 


work. Team- 
a key organizational foun- 
dation because they lead to 
broader tasks and a greater 
sense of responsibility. 
For example, Volvo builds 
cars using a team-oriented 
work design in which 
each person does many 
different tasks and each 
person has direct respon- 
sibility for the finished 
product.'” These 
designs create a context 


work 


for effective participation 
as long as the empowered 
individuals meet nece ssary 
individual prerequisites. 
The three individual 
prerequisites for partici- 
pation and empowerment 
are (1) the capability to 
become 


of Volvo Car Corporation 


psychologically 
involved in participative 
activities, (2) the motiva- 


Courtesy 


tion to act autonomously. 
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and (3) the capacity to see the relevance of participa- 
tion for personal well-being.” First, people must be 
psychologically equipped to become involved in par- 
ticipative activities if they are to be empowered and 
become effective team members. Not all people are 
so predisposed. For example, Germany has an authori- 
tarian tradition that runs counter to participation and 
empowerment at the individual and group levels. Gen- 
eral Motors encountered significant difficulties imple- 
menting quality circles in its German plants because 
workers expected to be directed by supervisors, not to 
engage in participative problem solving. The German 
initiatives to establish supervisory/worker boards in 
corporations are intended to change this authoritarian 
tradition. 

A second individual prerequisite is the motivation 
to act autonomously People with dependent personali- 
ties are predisposed to be told what to do and to rely on 
external motivation rather than internal. intrinsic moti- 
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vation.’** These dependent people are not effective con- 


tributors to decision making. 


Volvo Cars designed a car by women for women. 
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Finally, if participative decision making is to work, 
people must be able to see how it provides a personal 
benefit to them. The personal payoff for the individual 
need not be short term. It may be a long-term benefit 
that results in people receiving greater rewards through 
enhanced organizational profitability. 


What Level of Participation? 


Participative decision making is complex, and man- 
agers must understand that employees can be involved 
in some, or all, of the stages of the decision-making 


process. For example, employees could be variously 


STUDY 
TOOLS 


IN THE BOOK YOU CAN... 


C] Rip out the Chapter Review card at the end of the book to 
review Key Concepts and Key Terms. 


L] Take a“What about You?” Quiz related to material in the 
chapter. 


L] Read additional cases in the Mini Case and Shopify Running 
Case sections. 


WHAT ABOUT YOU? © 


Who Owns the Fish? 


involved in identifying problems, generating alterna- 
tives, selecting solutions, planning implementations, or 
evaluating results. Research shows that greater involve- 
ment in all five of these stages has a cumulative effect. 
Employees who are involved in all five processes have 
higher satisfaction and performance levels. And, all 
decision processes are not created equal. If employees 
can't be provided with full participation in all stages, 
the highest payoffs seem to come with involvement in 
generating alternatives, planning implementations, and 
evaluating results.’ Styles of participation in decision 
making may need to change as the company grows or as 
its culture changes. 


ONLINE YOU CAN ... 


L] Take a“What about You?” Quiz related to material in the 
chapter. 


NELSON.COM/STUDENT 


L] Test your understanding with a quick Multiple-Choice 
Pre-Test quiz. 


L) Read the eBook, which includes discussion points for 
questions posed in the Cases. 


L] Watch Videos related to chapter content. 


L] Use the available Flashcards and Matching Quizzes to test 
your understanding of key terms and concepts. 


L] See how much you've learned by taking a Post-Test. 


This exercise is attributed to Albert Einstein! 


There are five houses in a row and in five different colours. In 
each house lives a person from a different country. Each person 
drinks a certain drink, plays a certain game, and keeps a certain 
pet. No two people drink the same drink, play the same game, 
or keep the same pet. 


The Brit on lives in a red house. 

The Swede keeps dogs. 

The Dane drinks tea. 

The green house is on the left of the white house. 
The green house owner drinks coffee. 

The person who plays tennis rears birds. 


The owner of the yellow house plays chess. 
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The man living in the house right in the centre drinks milk. 
The Norwegian lives in the first house. 

The man who plays poker lives next to the man who 
keeps cats. 

The man who keeps horses lives next to the one who 
plays chess. 

The man who plays billiards drinks beer. 

The German plays golf. 

The Norwegian lives next to the blue house. 


The man who plays poker has a neighbour who drinks water. 


Question 
1. Who owns the fish? 
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MINI CASE 


magine that you are the president of the music industry's 

biggest, most prestigious, and only peer-recognized award, 
the Grammy. For several years, you've received criticism that 
the number of Grammy awards dilutes the awards’ impact. 
How do you respond? If you're Grammy president and CEO 
Neil Portnow, the decision is rather straightforward—consoli- 
date some award categories and eliminate others altogether. 
Portnow should have expected dissatisfaction from some 
artists about the decision, especially from those whose cat- 
egory would be eliminated. But what Portnow could not have 
anticipated was that the decision to restructure the awards 
would lead to threats of legal action, allegations of racism, 
and calls to boycott the telecast. The Grammy awards have 
undergone many changes over the years, from the expansion 
of award categories to changes in the nomination and voting 
process, most of the changes that are in response to a changing 
music industry. What began with 28 award categories in 1959 
had increased 289 percent to 109 in 2010, leading to criticism 
that the increased number of categories not only confused 
consumers but also reduced the perceived value of winning a 
Grammy. The 2011 review of the Grammy award structure was 
its first-ever comprehensive evaluation. 


Some of the most highly publicized changes included the 
elimination of gender-specific subcategories in the R&B, pop 
and country fields; the elimination of the Zydeco and Cajun 
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category and its consolidation into a “regional roots music” 
category with Hawaiian and Native American music; and the 
reduction of awards in the R&B category, from eight to four. 
Critics of the changes insisted that the Academy's restruc- 
turing of the awards unfairly targeted ethnic music. Latin jazz 
musician Bobby Sanabria called the decision “the most blatant 
example of racism in the history of any arts organization and a 
slap in the face to cultural and musical diversity.’ Sanabria attri- 
butes his own mainstream success to having been nominated 
for a Grammy in 2001 and again in 2008. He and other Latin 
jazz artists claimed that the Academy's decision to restructure 
the awards would negatively affect their ability to make a living. 


Apply Your Understanding 


1. Is Sanabria justified in his claim that consolidating “ethnic’ 
category awards will reduce the Grammy's musical and 
cultural diversity? Explain. 


Ui 


2. To what extent should the Academy of Recording Arts and 
Sciences have considered representation of the different 
genres in its restructuring decision? 


3. Was the decision to consolidate actually straightforward? 
Why/why not? 


SOURCES: J.C. McKinley, Jr., "Academy Defends Cutting Grammy categories,” The New York Times (July 17, 
2011); N.M. Moody, “Coalition Announces Boycott of CBS over Grammys,” Associated Press (June 30, 2011): 
B. Sisario, “Grammys Cutting More than 30 categories,” The New York Times (April 6, 2011). 
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SHOPIFY 


BRICKS, MORTAR, AND GREEN 


Shopify is about to become the online platform for the sale 
of legal marijuana in British Columbia. BC plans to house its 
supply of marijuana in a warel Richmond, BC, and to 


use Shopify as it Shopify was selected 


ouse In 
5 distribut channe 


because “because of its proven record of on-time service, 
user-friendly de I ach to anticipating consumer 
need Nhile ‘ Ty ac e rovinces and 
territories to provide distribution services, only its BC and 
Ontario bids were su In the case of BC, Shopify will 
create two separate websites to fulfill online orders: one for 
consumers, and anothe ate retail stores to 
verify the age of purchasers on the BC Cannabis Stores’ retail 
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THE CANADIAN PRESS/Hannah Yoon 


RUNNING CASE 


website: Couriers will be required to also verify the age of 
buyers at delivery. 


In July 2018 Shopify announced that it will have its first 
bricks-and-mortar location. Shopify will create a permanent 
space for its merchants in Los Angeles. Its space is in ROW 
DTLA, a creative and commercial area located in a historic 
area and a major hub for the distribution of produce across 
the region. Shopify chose the location as many of its mer- 
chants work in the Los Angeles region. Shopify plans to pro- 
vide various services such as in-person support, events, and 
workshops. Shopify hopes that its downtown LA location 

will help its merchants grow and will attract more diverse 
merchants in the future. 

SOURCES: M. Hager, “B.C. Announces Richmond Warehouse, Shopify Platform for Online Pot Sales,” 
The Globe and Mail, June 22, 2018, accessed from https://www.theglobeandmail.com/canada/british 
-columbia/article-bc-announces-richmond-warehouse-shopify-platform-for-online-pot, September 28, 
2018; “ROWDTLA,” accessed from https://rowdtla.com/history, July 28, 2018; Shopify Team, “Shopify's First 
Permanent Home for Helping Merchants in Person Is Coming to LA,” July 25, 2018, accessed from https:// 


www.shopify.com/press/news/shopifys-first-permanent-home-for-helping-merchants-in-person-is 
~coming-to-la, September 28, 2018. 


Apply Your Understanding 


1. Should Shopify support the marijuana industry? Why or 
why not? 


NO 


What are the advantages and disadvantages of Shopify 
having a physical space for its merchants? 

Should Shopify expand its physical presence? If so, what 
sort of decision process should it use to consider the 
possibility? 


CHAPTER 7: Decision Making by Individuals and Groups 


Communication 


LEARNING OUTCOMES 


After reading this chapter, you should be able to do the following: 


Describe the interpersonal communication process. 


* » Explain common communication barriers and gateways 
through them. 


_ Distinguish between defensive and nondefensive 
communication. 


Explain the impact of nonverbal communication. 


Identify how social media and communication technologies 
affect communication. 


Describe four communication skills of effective managers. 


See the end of this chapter for a list of available Study Tools, a 
146 “What about You?” Quiz, Mini Case, and the Shopify Running Case. 


Communication is the most important 
component of interacting with others. It 
is how we begin, maintain, and end rela- 
tionships. What we say and how we say 
it are important, but ultimately, what is 
understood is all that matters. Commu- 
nication is a process that is ongoing and 
dynamic, and enlarging your repertoire of 
communication skills so you can employ 
strategies that are most effective under 
various circumstances can help ensure 
that what is meant is understood, which 
in turn helps us improve our effectiveness 
both personally and professionally. 


(©) INTERPERSONAL 
COMMUNICATION 


Communication evokes a shared or common meaning 
in another person. It is how we bridge the gap from indi- 
vidual processes to interpersonal processes. In order for 
communication to be considered effective. information 
must be not only transferred, but also understood. The 


value and importance of effective communication is diffi- 
cult to overestimate, because in personal and professional 
settings, “if you can’t communicate then it doesn’t matter 
what you know.”! Interpersonal communication 
occurs between two or more people in an organization, 
and is important in building and sustaining huinan rela- 
tionships at work. 


An Interpersonal Communication Model 


The interpersonal communication model in Figure 8.1 
illustrates the key elements of interpersonal communica- 
tion. The communicator is the person originating the 
message; this person has a message to share. The com- 
municator encodes their information and ideas into a 
message by describing them using words, pictures, sym- 
bols, gestures, and/or tone of voice. The message con- 
tains two components that the communicator intends to 
evoke in the receiver: The thought or conceptual com- 
ponent of the message is its content, and is contained in 
the words, ideas, symbols, and concepts chosen to relay 
the message. The feeling or emotional component of the 
message is its affect, and is contained in the demeanour, 
intensity, force, and the gestures of the communicator. 
The emotional component of the message adds the 
overtones of joy, anger, fear, or pain to the conceptual 
component. This addition often enriches and helps to 
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Communication—the 
human connection— 
is the key to personal 
and career success 


——Paul J. Meyer 


clarify the message. The communicator 
then transmits their encoded mes- 
sage using any number of transmission 
methods based on the content, urgency, 
and intended recipient of their message. 
The receiver is the person the mes- 
sage is being sent to; this is who the commu- 
nicator wants to evoke a shared or common 
meaning with. The receiver decodes the 
message, hopefully into something very 
similar to what the communicator origi- 
nally intended, but this is not always the 
case. Feedback may or may not occur 


during specific instances of communication. Feedback 
occurs when the receiver provides the communicator with 
a response to the message. That response can be a vague 
acknowledgement of receipt of the original communica- 
tion, or it may be a more specific response, such as agree- 
ment, or a request for more information. When feedback 


occurs, communication is said to be two-way. 


Perceptual screens are the subconscious filters 
through which we interpret our world. Perceptual 
screens are built upon individual attributes and traits, 
and are affected by age, gender, values, beliefs, past expe- 
riences, cultural influences, and individual needs. The 


communicators and the receiver's respective percep- 


tual screens will influence 
the quality, accuracy, and 
clarity of all messages sent 
between them. The more 
closely the receiver's and 
the communicator’s percep- 
tual screens align (in other 
words, the more attributes 
and traits the sender and 
receiver have in common), 
typically the clearer and less 
distorted |= communication 
between them will be. If 
there are significant differ- 
ences between the sender's 
and the receiver's percep- 
tual screens, (for instance, 
age, gender, language, and 
culture) there will be more 
static, noise, and distortion 
in the message, and the 
meaning evoked through the 
communication may not be 
accurately interpreted, or 
commonly shared. 


communication The 
evoking of a shared or common 
meaning in another person. 


interpersonal 
communication 
Communication between two or 
more people in an organization. 


communicator The person 
Originating a message. 


encode To convert information 
into a form that may be 
transmitted, 


message The thoughts and 
feelings that the communicator is 
attempting to elicit in the receiver. 


transmit The way that an 
encoded message is conveyed to 
another. 


receiver The person receiving 
a message. 


decode To interpret a message 
that has been received. 


feedback Information fed 
back that completes two-way 
communication. 
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A BASIC INTERPERSONAL COMMUNICATION MODEL 
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The language of the message describes more 
than just words and their pronunciation. Language also 
encompasses industry-specific jargon or acronyms, cul- 
turally specific idiom, regional colloquialisms, and all the 
methods of combining how words are used and under- 
stood by a community of people. 

Data are the uninterpreted, unanalyzed elements 
of a message—the characters or symbols that are trans- 
mitted using a medium such as a telephone or face-to- 
face discussion. Information is data with meaning to a 
person who has interpreted or analyzed them. To put it 
more simply, information is what a person takes out of 
the data that has been transmitted to him or her. Since 
messages are conveyed through a medium, they differ 
in richness according to the ability of the medium to 
transmit meaning to the receiver. Table 8.1 compares 
different media in terms of information richness. 
such as 


Some mediums, 


language The words, their face-to-face communica- 
Pronunciation, and the methods 
of combining them used and 


understood by a group of people. 


tion, are considered verv 
thev 


convey a huge amount of in- 


rich because can 
data Uninterpreted and 


formation to the receiver: 
unanalyzed facts. 


In addition to the words 
information Data that have 


been interpreted, analyzed, and 
have meaning to a user. 


used by the communicator, 
data is transmitted in the 
form of body language, 


richness The ability of a of 
medium or channel to elicit or 


evoke meaning in the receiver. 


tone voice, volume, 


etc., which enhances the 


meaning of the message. 
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Feedback 


Other mediums, such as texts, are much more limited in 
the data which they can transmit, and they are said to have 
low levels of richness. This lack of richness severely limits 
the information that can be decoded because words (and 
emojis) are limited in their abilitv to convey complex and 
layered meaning. 

Most people believe that they are good com- 


municators vet breakdowns in communication occur 


Face-to-face discussion Highest 
Telephone High 
E-mail Moderate 
Blog Moderate 
Individualized letter Moderate 
Personalized note or memo Moderate 


Texting or tweeting Moderate to low 


Formal written report Low 
Flyer or bulletin Low 
Formal numeric report Lowest 


SOURCE: Adapted from E. A. Gerloff, “Information Richness: A New Approach to Managerial Behavior and 
Organizational Design,” by R. 1. Daft and R. H. Lengel in Research in Organizational Behavior 6 (1984): 191-233. 
Reprinted by permission of JAI Press Inc. 


NEL 


This Is Your Brain on Human Contact 


Ass to Narvard Medical School assstant clieical professee and Neurefusiness Group CE 
Dr. Srini Pillay, our brains respond differently when we interact with individuals face-to-face 
than virtually. The human brain contains “mirror neurons” that help the brain mirror other's behavior, 


resulting in feelings of familiarity that the brain doesn’t register when communicating by telephone 
or e-mail. During face-to-face interactions, the brain tucks away information about who we are and 
what we feel so that it is easily accessible during future interactions. 


SOURCE: S. Dembting, “This is Your Brain on Human Contact,” fntrepreneur 42 (2014); 28 


very frequently in organizational and social settings. 
Breakdowns even occur between people who have a 
long history of communicating together. It has been 
observed that “most people do not listen with the 
intent to understand; they listen with the intent to 
reply. They're either speaking or preparing to speak. 
They're filtering everything through their own para- 
digms.”° 
derstandings can be alleviated by using reflective 
listening techniques, which help ensure that commu- 
nication feedback is incorporated into all instances of 


Communication breakdowns and misun- 


communication. 


Reflective Listening 


Effective message decoding is essential to effective 
communication. Message decoding entails more than 
just receiving the message: it requires receiving the 
message and understanding what was meant to be con- 
veyed. The only way to confirm understanding of what 
was meant versus what was understood is to use feed- 
back to confirm our understanding with the message 
sender. This process of confirming understanding is 
known as reflective listening. It is the skill of care- 
fully listening to another person and repeating back to 
the speaker the heard message to correct any inaccu- 
racies or misunderstandings. Though we use the word 
listening here, reflective listening is not just for verbal 
communication. Reflecting back all types of messages 
helps the receiver confirm, clarify, and sharpen the com- 
municator’s intended meaning, and can help reduce per- 
ceptual distortions, and overcome interpersonal barriers 
that lead to communication failures. Especially useful in 
problem solving, reflective listening can be learmed in a 
short time with positive effects on behaviours and emo- 


tions in organizational situations." 


ONE-WAY VERSUS TWO-WAY COMMUNICATION 
Reflective listening encourages two-way communication. 
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Two-way communication is an interactive form 
of communication in which there is an exchange of 
thoughts, feelings, or both and through which shared 
meaning often occurs. Problem solving and decision 
making are often examples of two-way communication. 
One-way communication occurs when a person 
sends a message to another person and no feedback, 
questions, or interaction follow. Giving instructions 
or giving directions are examples of one-way com- 
munication. One-way communication occurs when- 
ever a person sends a one-directional message to a 
receiver with no reflective listening or feedback in the 


communication. 


One-way communication is often less accurate than 
two-way communication and is typically only used to 
convey simple, factual information (think of advertise- 
ments and other public service announcements). When 
time and accuracy are both important to the successful 
completion of a task, such as in combat or emergency sit- 
uations, extensive training enhances the understanding 
of one-way communication without the need for over- 
drawn two-way communication.’ Firefighters and mili- 
tary combat personnel train extensively to minimize the 
need for full communication loops during emergencies. 
These highly trained professionals rely on fast, abbre- 


viated communication and 
feedback as a shorthand for 
more complex information 
exchanges (“stat,” “roger 
that,” “10-4”). However, this 
communication works only 
within the range of situations 
for which the professionals 
are specifically _ trained 
because the meanings 
behind those short-forms 
have already been discussed 
in detail. 


reflective listening A skill 
intended to help the receiver and 
communicator clearly and fully 
understand the message sent. 


two-way communication 
A form of communication in 
which the communicator and 
receiver interact. 


one-way communication 
Communication in which a 
person sends a message to 
another person and no feedback, 
questions, or interaction follows. 
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BARRIERS AND GATEWAYS 
TO COMMUNICATION 


Nomatter how carefully acommunicator encodes and trans- 
mits their message, or how diligently a receiver decodes 
the message using their reflective listening skills, there 
are certain elements in all social situations 
that impede the ease and the success of com- 
munication. Barriers to communication 
are factors that block or significantly 
distort successful communication. 
Gateways to communication are tools, 
habits, and techniques that can help to clarify 
messages and reduce communication static, 
providing clear pathways for shared meaning 
in order to better evoke a common under- 
standing. Awareness and recognition of com- 


munication barriers are always the first steps 
in opening the gateways, and active listening, 
seeking and providing feedback, choosing 
appropriate language, and selecting commu- 
nication mediums carefully are all easy ways 
to reduce temporary or simple barriers. About 
20 percent of communication problems can 
be prevented or resolved simply by imple- 
menting communication policy guidelines.® 
Barriers to communication in the workplace may be 
obvious, temporary, and easily resolved. Obvious barriers 
include physical separation and status differences. Not so 
obvious are barriers to communication that involve what 


We must realize that 
we are all different in 
the way we perceive 
the world and use 
this understanding 
as a guide to our 
communication with 
others. 


—Tony Robbins 


communication styles, cultural diversity, and language. 
These barriers may be deeply rooted and systemic and 
are more difficult to overcome. 


Perceptual Filters 


As mentioned at the beginning of the chapter, what is 
communicated to others, and what is understood from 
others, is greatly affected by our per- 


66 ceptual screens. Perceptual screens are 


created by fundamental characteristics, 
such as personality, experience, and 
culture, but also by variable character- 
istics such as motivation, and emotion. 
It has been repeatedly established that 
individuals prefer to communicate with 
others who share their beliefs, and 
are more likely to accept information 
from people with whom they share an 
opinion,’ even when that information 
can be proven false. People are signifi- 
cantly affected by subconscious biases 
and stereotypes, (See Chapter 3 for a 
more complete discussion about attribu- 
tion errors.) and these biases affect who 


99 we choose to communicate with, and 


what information we process. 
Individuals also have a limited 
capacity for absorbing, sorting, and using information, 
and anything received beyond that capacity is known 
as information overload. Information overload 


is common when information is new. but it can also 


a receiver is willing or able 
to decode at any given time, 
and many factors influence 
how we perceive informa- 
tion. Finally—but no less 
important—are the — bar- 
riers caused by different 


barriers to 
communication Aspects of 
the communication content and 
context that can impair effective 
communication in a workplace. 


gateways to 
communication 

Pathways through barriers to 
communication and antidotes to 
communication problems. 


information overload 
When information provided 
exceeds our limited capacity for 
absorbing, sorting, and using it. 


retrorocket/Shutterstock.com 


Barriers to communication block and distort successful communication. 
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occur due to volume of information presented at one 
time. When information overload occurs, the surplus is 
ignored, forgotten, or confused. 

Finally, emotion and mood play a significant role in 
our willingness and ability to communicate. In general, 
people are more willing to commit to feedback loops 
and active listening practices when they are in a posi- 
tive mood, and more likely to be dismissive or make snap 
judgments when experiencing negative moods. Someone 
feeling stressed or anxious will interpret an emotionally 
ambiguous message differently than someone feeling 
confident. The stronger the emotion (positive or nega- 
tive) the larger the impact on effective communication 
as objective exchange gives way to emotional overtures. 


Masculine vs. Feminine 
Communication Differences 


Communication barriers can be attributed, in part, 
to differences in conversational styles.’ As mentioned 
above, when people with different perceptual screens 
converse, what the receiver decodes and understands 
may not be what the communicator intended. (Though 
discussions of gender are outside the purview of this 
text, we will broadly classify personalities and com- 
munication styles as either masculine or feminine.) 
Masculine and feminine personalities, for a variety 
of reasons, often have markedly different perceptual 
screens, which results in different communication pref- 
erences. For example, feminine personalities are typi- 
cally considered more sensitive and empathetic. They 
are more likely to engage in and receive communica- 
tion, and are also more likely to reciprocate commu- 
nication. For feminine personalities, communication 
is often about the process and is used as a bonding 
mechanism to build and strengthen interpersonal rela- 
tionships. Feminine personalities are typically better 
at reading body language and understanding nonverbal 
cues, and they are more likely to display empathy. They 
are also more likely to process ideas or “think” aloud. 
To masculine personalities, these traits can be inter- 
preted as lacking substance, being overly emotional, 
and appearing weak. Masculine personalities, on the 
other hand, tend to use communication as an imper- 
sonal tool to achieve a specific objective. Masculine 
personalities tend to be more blunt and focused, and 
are more likely to be confrontational, which can come 
across aS aggressive Or insensitive. 

Nonverbal signals are also interpreted differently, 
depending on communication style: nodding, to femi- 
nine personalities can be a signal of agreement, but may 
also be used to signal empathy, encouragement, and 
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attention, whereas masculine communicators typically 
use nods to indicate agreement and nothing more. Femi- 
nine personalities typically prefer eye contact and make 
more facial and physical reactions when communicating, 
while their masculine counterparts remain more emo- 
tionally distant and stoic during a conversation. Mascu- 
line communicators typically use only three tones when 
communicating, while feminine communicators use, on 
average, five tones when speaking. This can cause mas- 
culine personalities to be seen as bored or uninterested 
to their more vocal feminine counterparts.” 

An important gateway through the gender barrier 
to communication is developing an awareness of how 
other people communicate by recognizing differences in 
tone, gesture, and purpose of communication. These dif- 
ferences can enrich organizational communication and 
empower professional relationships.'” A second gateway 
is to actively seek clarification of the person’s meaning 
rather than freely interpreting meaning from your own 
frame of reference. There is a time and place for both 
masculine and feminine communication styles and the 
most effective communicators are masters at balancing 
power and empathy signals, so that they come across 
as both confident and caring. Understand your own 
“default” communication style, and learn how to adapt to 
different communication styles so that you can use mas- 
culine and feminine communication styles appropriately 
given the situation. 


i has often been said that women speak more than men 
do-—that they use significantly more words per day, and start 
significantly more conversations than their male counterparts, 
but this myth is not borne out in the research. A meta-analysis 
of more than 30 years of research on language and communi- 
cation differences between men and women shows that men 
and women communicate in very similar ways—in fact, the 
degree of overlap between male and female speaking abilities is 
99.75%! While men are found to interrupt more, and women are 
more likely to disclose personal information, use more accurate 
spelling, and smile more, even these differences are relatively 
minor. Differences among gender groups have been found to 
be significantly larger than differences between gender groups. 


SOURCE: D. Cameron, The Myth of Mars and Verius. Oxford University Press. https:// 
www.theguardian.com/world/2007/oct/01/gender.books, accessed April 1, 2018. 
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culture The pattern of values, 
beliefs, and behaviours shared by 
a group. 


ethnocentricity The habit 
of judging other cultures by the 
standards of our own. 


ne 


Cultural Diversity 


Culture is a filter that affects all 
communication, both verbal and 
nonverbal. It shapes all aspects 
of communication, yet cultural 
values and patterns of behaviour 
can be very confusing barriers 
to communication because most 
cultural differences are invisible 
and silent. Culture is the accu- 
mulated pattern of values, beliefs, 
and behaviours shared by a group 
of people with a common history 
(See Chapter 13 for a discussion 
about culture.) However, there is 
no way of recognizing someone $ 
culture without getting to know 
them; there is no way of knowing 
when you first meet someone how 
they feel about things such as the 
importance of gender roles, or 
religion, yet these are important 
components of one’s perceptual 
screen, and have critical implications for communica- 
tion. Even cultures that seem very similar on the surface 
and speak the same language use different meanings 
for different symbols. In England, to “bomb” an exam 
means to perform very well, while in Canada, “bombing 
atest” is understood to mean performing poorly. 

There are significant differences in work-related 
values as measured between countries and these differ- 
ences often create invisible, systemic barriers to com- 
munication (see Figure 8.2). Canadians are different, 
for instance, than people from Germany, the United 
Kingdom, Japan, Saudi Arabia, and other nations," and 
these cultural differences impact motivation, leadership, 
and teamwork in work organizations.’ For example, 
German culture typically places greater value on authority 
and more importance in hierarchical differences than 
Canadian culture does. It is therefore more difficult for 
German workers to engage in direct, open communication 
with their supervisors than it is for Canadian workers." 

There are countless examples of clashes between 
communication styles across cultures, and these clashes 
are very often the basis of 
persistent stereotypes. For 
example, in Canada and 
the United States, speech is 
a very highly valued com- 
munication Good 
leaders are good orators, and 


device. 
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Assumptions 


we typically use direct and personal styles of verbal com- 
munication. We are judged and we judge others based 
on how well they communicate their thoughts and ideas 
using words. Criticisms and negative feedback, while 
phrased “nicely” are still vocalized. In other cultures, like 
those of Japan and Korea, a more indirect and imper- 
sonal style of communication is used, where silence is a 
tool to signify disagreement and respect without having 
to articulate the underlying message. This fundamental 
difference in cultural communication has led to the 
Asian stereotype that North Americans are aggressive 
and arrogant and, thus, insensitive and unapproachable. 
And conversely, the North American stereotype of the 
Korean and Japanese is that they are mild and subser- 
vient, unable to be appropriately strong and assertive. 
Individuals typically use their own culture as the basis 
for judging all aspects of another culture." This is known as 
ethnocentricity. Ethnocentrism is a universal phenom- 
enon, and it while it serves to maintain and protect culture 
by fostering group commitment, it also clouds our percep- 
tions of others and is a barrier to intercultural communica- 
tion. Rather than seeing the person with whom we wish 
to communicate, we rely on stereotypes and see others as 
members of their cultural group rather than as individuals. 
(We see others as “Middle Eastern” or “a woman” or “a mil- 
lennial” rather than as “Fatima” or “Sefa”). Truly, people of 
differing cultures communicate from separate worlds, and 
the degree of difference between cultures corresponds 
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to the distance separating these 
worlds. Our habit of judging others’ 
communication by our own. stan- 
dards, combined with the filter of 
culture though which all commu- 
nication passes implies that during 
intercultural communication, very 
frequently the message sent is not 
the message that is received. 

The most important gateway 
through the communication barrier 
of cultural diversity is to increase 
cultural awareness and sensitivity. 
Remembering that intercultural 
communication is a process and 
practising reflective listening can 
enable us to lear new ways of 
communicating, which can grow 
our communication repertoire and 
help reduce our ethnocentrici- 
ties and use of stereotypes. Orga- 
nizations can also provide formal 
training for expatriate employees 
as part of their training for overseas 
or international assignments. 


Language 


As mentioned earlier in the chapter, the language of 
a message describes how words are used and under- 
stood by a community of people. When two people 
speak different languages, there are obvious barriers 
to communication, but even subtle differences within 
the same language can create noise and distort a mes- 
sage, resulting in communication confusion. The word 
liff means an elevator in Great Britain and a ride in 
Canada. Similarly, the words jumper, trainers, and boot 
have different meanings to the British than they do to 
Canadians. If you’re having a verbal conversation, dif- 
ferences in accent and pronunciation can cue a per- 
ceptive listener that some words need to be decoded 
differently. However, if all communication is in writing, 
the lack of richness in that medium means that those 
necessary nonverbal signals will be missing from the 
message, and temporary misunderstandings may result. 
Another common miscommunication occurs when 
Canadians and Americans talk about the weather—‘it's 
30 degrees today!” means something very different to 
someone living in Calgary (who measures temperature 
in Celsius, where 30 degrees is a warm day), than it does 
to someone living in Miami (who uses the Fahrenheit 
scale, where 30 degrees is below freezing). 
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CANADIAN JARGON 


ON: 
Takitish 


SK: . NB: NS: 


Bunnyhug Biff Sobeys bag 


In a different vein, language barriers are created across 
disciplines and professional boundaries by technical termi- 
nology or industry jargon. Jargon is just a type of slang, 
where expressions have a specific meaning within a specific 
(usually organizational) context. Acronyms may be very 
useful to those on the inside of a profession or discipline 
as a means of shorthand communication, and technical 
terms can convey precise meaning between professionals; 
however, acronyms, technical terms and jargon often con- 
fuse people unfamiliar with their meaning and derail any 
attempt at clear communication. Consider a conversation 
between two people from the marketing and accounting 
departments within the same firm; their perceptual screens 
are quite different, and so their message encoding (through 
word choice) may also be very different. When someone 
from marketing says that he needs “buy-in” from their team, 
someone from accounting who is unfamiliar with that jargon 
might logically think they need their team members to pay 
some sort of monetary admission. In the same vein, “his per- 
formance is under par” is typically meant to imply that the 
performance is lacking; however, being below par is good in 
the game of golf and a golfer unfamiliar with business slang 
may interpret being called 
“under par” as a compliment. 
See Figure 8.3 for examples of 
regional jargon across Canada. 


jargon Refers to words or 
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expressions used by a group that 
have special or unique meanings. 


Gateways through language-based barriers include 
paying close attention to the encoding that you use in 
your communications. Use simple, direct, declarative 
language until you have established a common basis for 


understanding, Do not use jargon or technical language 
except with those who clearly understand it. When pos- 
sible, use communication mediums with elevated rich- 


ness to ensure that more information is being conveyed 
to help the receiver decode the message accurately. 


DEFENSIVE AND NONDEFENSIVE 
COMMUNICATION 


The way in which we communicate has a significant 


impact on how our communications are received. If you 
expect to be ridiculed or criticized, you are more likely 
to present yourself and your ideas defensively than if you 


expect a warm, supportive, and friendly reception. But 


approaching a communication exchange defensively can 
actually cause people to react in a negative way, thus per- 
petuating the cycle and damaging communication. 
Defensive communication occurs when an indi- 
vidual perceives a threat and behaves defensively in an 
effort to protect themselves. The threat doesn’t have 
to be physical; criticism and rejection of a person or of 
their ideas can threaten their sense of self and cause 
them to behave defensively. Defensive communication 
is an attempt to avoid the process of communication,” 


and can include aggressive and hostile communications 
designed to win or dominate the exchange, as well as 


defensive 
communication 
Communication that can be 
aggressive, attacking, and angry, 
or passive and withdrawing. 


nondefensive 
communication 
Communication that is assertive, 
direct, and powerful. 


subordinate defensiveness 
Characterized by meek, submissive, 
and passive behaviour. 


dominant defensiveness 
Characterized by aggressive and 
offensive behaviour. 


passive-aggressive 
behaviour Defensive 
behaviour that begins as 
subordinate defensiveness, but 
ends as dominant defensiveness. 


passive, withdrawing com- 
munication used to avoid or 
abbreviate the exchange as 
much as possible. Defensive 
communication in organiza- 
tions leads to a wide range 
of problems, — including 
injured feelings, communica- 
tion breakdowns, alienation 
in working — relationships, 
destructive and_ retaliatory 
behaviours, nonproductive 
efforts, and problem-solving 
failures. When such prob- 
lems arise in organizations, it 
is common for employees to 
blame others for what is not 
working.'® Such responses 
tend to lend heat, not light, to 


the communication process. 
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Nondefensive communication occurs when 
the individual is more focused on their message than on 
how the message may be (negatively) interpreted. Non- 
defensive does not mean meek or weak. Communication 
can be assertive and direct without being defensive. Non- 
defensive communication provides a basis for asserting 
yourself when attacked, without being defensive. An 
assertive, nondefensive style maintains or restores order, 
balance, and effectiveness in working relationships. 
While defensive communication in organizations creates 
barriers between people, nondefensive communication 
helps open up relationships.”” 


Defensive Communication at Work 


Defensive communication often elicits defensive commu- 
nication in response. The two basic patterns of defensive 
communication are subordinate defensiveness and dom- 
inant defensiveness. Subordinate defensiveness is 
characterized by passive or submissive behaviour. The 
psychological attitude of the subordinately defensive 
person is, “You are right, and I am wrong.” People with 
low self-esteem may be prone to this form of defensive 
behaviour, as well as people at lower organizational levels. 
Subordinately defensive people do not adequately assert 
their thoughts and feelings, so their input is likely to be 
lost even if it is critical to organizational performance.”* 
By contrast, dominant defensiveness is character- 
ized by active, aggressive, domineering behaviour, which 
is offensive in nature. The psychological attitude of the 
dominantly defensive person is “I am right, and you are 
wrong.” People who are egotistical or overcompensating 
for low self-esteem may exhibit this pattern of behaviour, 
as well as people who are taking advantage of higher- 
level positions within the organization. Dominant defen- 
siveness, when left unchecked. can result in harassment. 
Passive-aggressive behaviour is behaviour that 
appears passive but, in fact, masks underlying aggression 
and hostility, and is a form of defensiveness that begins 
as subordinate defensiveness and may end up as domi- 
nant defensiveness. 


Defensive Tactics 


Defensive tactics describe how defensive communica- 
tion is acted out. Unfortunately, defensive tactics are 
common in many organizations. Until defensiveness 
and defensive tactics are recognized and identified for 
what they are, it is difficult either to change them or to 
respond to them in nondefensive ways. In many cases, 
such tactics raise difficult ethical dilemmas for victims 
and supervisors. At what point does simple defensive- 
ness become unethical behaviour? 
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Defensive tactics raise difficult ethical dilemmas for 
victims and supervisors. 


Power plays are tactics used to manipulate by 
overtly using power to dominate and control or other- 
wise gain the upper hand in the relationship. Power plays 
can involve intentionally ignoring or misunderstanding 
others, undermining them, or even displaying overt 
aggression through bullying and insulting. 

Labelling is often used to portray another person 
as abnormal or deficient in some regard. Psychological 
labels are often used out of context for this purpose, such 
as calling a person “paranoid,” or “insane” or even “sick.” 
A form of labelling can also be used to raise doubts about 
a person's abilities, values, orientation, or other aspects 
of his or her life. 

Misleading is the selective presentation of infor- 
mation designed to leave a false or inaccurate impres- 
sion. It refers to intentionally failing to provide or giving 
inaccurate or incomplete information in order to deceive 
someone or reframe the narrative. Defensive individuals 
may blame other people for their mistakes and wrong- 
doing. Scapegoating is a common method of shifting 
responsibility for an error onto the wrong person. 

Finally, hostile jokes are a_passive-aggressive 
defensive tactic and should not be confused with good 
humour, which is both therapeutic and nondefensive. 
Antagonistic and overtly mean sentiments can be deliv- 
ered in a way that can be defended as “just joking’: 
however, the message contained within a hostile joke is 
intended to abuse, insult, and criticize the target. Jokes 
made at the expense of others are destructive to self- 


esteem and workplace communication. 


Nondefensive Communication 


Nondefensive communication is a constructive, healthy 
alternative to defensive communication in working 
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relationships, and can help encourage feedback to ensure 
accurate communication.'” A person who communi- 
cates nondefensively may be characterized as centred, 
assertive, controlled, informative, realistic, and honest. 
Nondefensive communication is powerful because it 
allows a communicator to exhibit self-control and self- 
possession without rejecting the receiver. Nondefensive 
communication should be self-affirming without being 
self-aggrandizing. 

Converting defensive patterns of communication to 
nondefensive ones can be very difficult as our patterns 
of communication can become engrained in our percep- 
tual screens. However, efforts to improve nondefensive 
communication skills are well worth pursuing as nonde- 
fensive communication enhances relationship building. 
Relationship-building behaviours and communication 
help reduce adverse responses, such as blame and anger 
following negative events.”” The subordinately defensive 
person can learn to be more assertive by reporting what 
is intended and inviting confirmation, rather than asking 
for permission to do something. Another way is to stop 
using self-deprecating words, and convert messages into 
self-assertive, declarative statements. Conversely, the 
person prone to being dominantly defensive needs to be 
less aggressive, and needs to become more sensitive to 
feedback from others about their behaviour. 


© NONVERBAL COMMUNICATION 


Most of the meaning in a verbal message (an estimated 
65 to 90 percent) is conveyed through nonverbal com- 
munication.2! Nonverbal communication includes 
all the elements of communication that do not use words 
or involve language. This can include (but is not limited 


to) gestures, facial expres- 
sions, eye contact, tone or 
volume of touch, 


voice, others through direct use of 


posture, clothing and other power. 


body adornments, body | 

positioning, and the use of 

space.” The interpretation of | perceived. 
nonverbal communication is | misleading Deliberately 
specific to the context of the 

interaction, and relies on the | in order to manipulate. 


communicator, the receiver, hostile jokes Passive- 


and the environment. Non- 


ee : aggression. 
verbal communication — is 99 
culturally bound and is influ- 
enced by both psychological 
y : a Bees do not involve words. 
and physiological processes.* 
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power play Manipulating 


labelling Using labels out of 
context to affect how another is 


providing inaccurate information 


aggressive tactic used to mask 


nonverbal communication 
All elements of communication that 


(535) 


Sta te = 
ae De 


es. 
<< 


Vie re a: — Se a 
—— 


: rar ( 
Bi | | 
ge | i 
= JL : | 
LIVE Nishwer ’ 
’ tural bre: vhs ind | | 
iV PaReeet eat sen Bala! 
: sn ai aa) 
' rathing. “Liew or uh’ are organi — fc 
S 
; saat bh r) cer leks thi CUMS S 
‘ aaa 2 
; nities have been found 2 
=} 
ba | er tn inric = 
; “shorn to 0 7 “wy 7O focus 2 
4 Si i ; Te! < 
on : , E 
eri : ise Ti : Seer 1) SIO co a 
- = 4 
- - . | = 
hOUgtTS, What follows disfluency is typically [Re 
: 7 sa) ¥ ein he ds 
: i ; OUT UF POT 
; TT better ween a vet number. 
. Flew Atal 2 disthi: i 
| ve ¢ ; "s she a ad [ 
4 ut : ry 1s Wott oor Bet til ws OF Synine sae 


QuN experimenting with adding 
ScING 


"tothe lhe 


When nonverbal signals align with verbal ones, they 
can help relay and reinforce a message by enhancing the 
message's tone and emphasis. However, nonverbal cues 
can detract from a message, or be used to convey the exact 
opposite meaning of just the words used. Tone of voice 
alone is usually enough to convey sarcasm in a conversa- 
tion. Consider the words “oh really.” When 
“oh really” is used along with raised eye- 
brows, direct eye contact, a partial smile, 
a raised inflection, and open arms it means 
that the person is interested in your story 
and wants to hear more. Compare this 
with “oh really” when paired with only one 
raised eyebrow, rolled eyes, a downward 
vocal inflection, and crossed arms, which is 
more likely to convey that the person does 
not believe you or is uninterested in your 
story. When there is a mismatch between 
the verbal and the nonverbal message, 
receivers believe the nonverbal cues.” 

The three most important categories of non- 
verbal communication are kinesics, paralanguage, and 
proxemics. 


Kinesics 


&G 


What you do speaks 
so loud | cannot hear 


what you Say. 


—-Ralph Waldo Emerson 
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kinesics The study of 
gestures, facial expressions, head 


movement, eye contact, and 


posture gestures, 


sions, head movements, eve 
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Kinesics is the study of 


facial expres- 


Nonverbal communication does not involve words. 


contact, and posture.” Kinesics is culturally bound and 
interpreting kinesic signals requires consideration of 
the cultural conditions. 

Gestures can be used in three distinct ways”: they 
can be unconscious signals of our internal state con- 
veying anxiety or nervousness, like clicking a pen or 
twirling hair when giving a presentation; They can have 
culturally agreed-upon meanings, either good or bad, 
like the thumbs-up sign or a raised middle finger; or they 
can be used to illustrate and enhance the verbal message 
that they accompany; for instance, the thumb and fore- 
finger held very close together indicated that something 
is very small. 

Facial expression and eye contact are both rich 
sources of nonverbal information. The face and eyes 
are the main point of focus during con- 
versations and can easily and sometimes 
subconsciously convey our innermost 
thoughts. Dynamic facial actions and 
expressions are key clues of truthfulness, 
especially in deception situations.” Facial 
expressions conveying happiness, sad- 
ness, fear, anger, and disgust, are almost 
universally identifiable across cultures,” 
and can help set the tone for a given dis- 
cussion. Facial expressions are also used 
to assess a speaker's credibility, compe- 
tence, and level of engagement. 

As mentioned earlier, eye contact can enhance 
reflective listening and, along with smiling, is one good 
way of displaying positive emotion.” However, norms 
regarding eye contact must be understood within the 
cultural context, as too much eye contact can be con- 
sidered intimidating or threatening. A direct gaze indi- 
cates honesty and directness in North America, but this 
may not be true in other cultures. For example, tele- 
vision journalist Barbara Walters was uncomfortable 
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interviewing Muammar al- 
Qaddafi in Libya because 
he did not look directly at 
her. However, in Libya, it is 
an offence for a man to look 
directly at a woman. In 
Asian cultures it is considered 
respectful to bow the head in 
deference to a superior rather 
than make eye contact. 

Head movements and pos- 
ture are also used to convey a 
wide variety of nonverbal infor- 
mation. Consider the headshake 
used to convey the work “no” or 
the head tilt used by someone 
listening carefully to instruc- 
tions, both of which convey dif- 
ferent meanings and levels of 
attention without words. 

Haptics is communica- 
tion through touch. Touch 
can be welcoming, com- 
forting, persuasive, or threat- 
ening depending on how it is 
received. A firm handshake or 


ZONES OF TERRITORIAL SPACE IN NORTH AMERICAN CULTURE 


Zone a, intimate space: spouses, significant others, family members, and others with 


whom we have an intimate relationship 


a pat on the shoulder conveys 
different 


than holding hands, or patting 


very information 


someone on the head. 


Paralanguage 


Paralanguage consists of variations in speech, such 
as pitch, volume, tempo, tone, duration, laughing, and 
crying.*! Paralanguage helps communicate the inten- 
sity of a message and regulate conversational flow. 
Even babies recognize that sentences that end with 
a higher pitch are generally recognized as a question, 
while falling emphasis is often used to frame a farewell. 
We often make assumptions about the sender of a mes- 
sage by deciphering paralanguage cues: someone who 
speaks slightly faster than average may be seen as cred- 
ible and intelligent, so long as they speak clearly and 
articulate well, while someone who speaks much too 
quickly is difficult to understand. Conversely, someone 
who speaks slightly slower than average may be seen 
as charming, while someone who speaks much too 
slowly is seen as doddering and boring. A high-pitched, 
breathy voice may be interpreted as dumb or vacuous, 
while rapid, loud speech may be taken as a sign of ner- 


vousness or anger. 
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Zone b, personal distance: friends 
Zone Cc, social distance: business associates and acquaintances 
Zone d, public distance: strangers 


Proxemics 


The study of an individual's perception and use of space, 
including territorial space, is called proxemics.” 
Territorial space refers to bands of space extending out- 
ward from the body. These bands constitute comfort 
zones, and like kinesics, proxemics is culturally condi- 
tional. Figure 8.4 presents four zones of territorial space 
based on North American culture. Our relationships 
shape our use of territorial space and we hold hands 
with, or put an arm around, significant others to pull 
them into our intimate space. Territorial space varies 
greatly around the world. Both the sizes of comfort 
zones and their acceptable 
modes of interaction are cul- 
turally defined, and people 


; , volume, tempo, and tone. 
often become uncomfortable creme 


when operating in territorial proxemics The study of 
spaces different from those 


2 4a communication. 
in which they are familiar. 
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paralanguage nonverbal 
variations in speech, such as pitch, 


an individual’s use of space in 


137, 


digi 


who has grown up ina digitally 
connected world 
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North Americans typically prefer a larger territorial 
space than Middle Easterners, but a smaller territorial 
space than people from Nordic countries. Americans 
working in the Middle East tend to back away to achieve 
a comfortable conversation distance when interacting 
with Arabs, and Arabs sometimes perceive this distance, 
and consequently North Americans, as cold and aloof.” 
Similarly, Americans communicating with Swedes often 
come away from the interaction feeling that Swedes are 
distant and standoffish. Personal space tends to be larger 
in cultures with cool climates, such as Canada, Great 
Britain, and northern Europe, and smaller in cultures 
with warm climates, such as southern Europe, the Carib- 
bean, India, or South America. 


(> COMMUNICATING THROUGH 
TECHNOLOGY 


Digital Natives 


Much of the chapter thus far has focused on verbal com- 
munication and face-to-face interactions; however, our 
increasing reliance on technology is undoubtedly changing 
the way we communicate. There is a great divide between 
the level of technology used in generations born before 
1980 and those born after 2000 who are known commonly 
as “millennials.” Millennials are digital natives, most 
having grown up in the digitally connected world, who are 
fluent in the use of smartphones, tablets, 
the Internet, and everything that being 
digitally connected represents. Research 
has shown that digital technology has 
changed the way that millennials think, 
process and access information, and view 
institutions and relationships. Younger 
people can have vastly different rituals, 
routines, and expectations with regard to 
communication, which can create situa- 
tions where people feel alienated, disre- 
spected, or just plain left out of the loop 
if they fail to adopt these same communi- 
cation processes. Digital natives have dif- 
ferent values, beliefs and behaviours than 
previous generations. Recall that this is 
the very definition of cultural differences. 
Millennials are misunderstood by older generations so 

frequently because they lit- 
tal native Someone erally have a different culture 
than non-digital natives, and 
ethnocentric approaches to 
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bt 


People have become so 
accustomed to texting 
that they're actually 
startled when the 


phone rings. 


—Ellen DeGeneres 
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Digital natives are accustomed to being digitally 
connected. 


communication often lead to misunderstandings between 
these different cultures. 


Social Media 


Digital natives recognize that the Internet is a tool of mass 
communication, and have no compunctions using it to 
communicate with friends from around the world, many 
of whom they have never met, and will never meet. Social 
media describes any computer-mediated 
technology that creates and maintains vir- 
tual communities and networks, allowing 
members to create and share information 
with whomever they choose, whenever 
they choose, and download, discuss, and 
modify content that is posted by others. 
Social media allows people to be con- 
nected to real or online communities. 
Facebook has more than 2 billion regis- 
tered users, YouTube more than 1.5 billion 
users, WhatsApp 1.2 billion, WeChat more 
than 900 million, and Instagram more 
than 700 million.*° This constant connec- 
tion to vast social networks has had a sig- 
nificant impact on what people choose to 
share about themselves. 

One thing that must be made clear to all users of 
communication technology is that when information is 
shared on social medial, that information is no longer 
private. All aspects of digital communication are perma- 
nent, and all social media content is public. A message 
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sent via computer or phone is processed through a server, 
where a record is kept. It is then sent to the receiver, who 
can also choose to keep the message and use it however 
they want. Social media data may be collected without 
the user's knowledge or consent by law enforcement or 
by companies engaged in data mining. Employers consis- 
tently check a potential employee's social media accounts 
(Facebook, LinkedIn) and make hiring determinations 
based on the information that users have posted.” 

The way in which the Internet connects global and 
local communities through bottom-up and decentralized 
interactions represents a complete break with previous 
mass communication models from the past like print 
and television, which were top-down, centralized, linear, 
and mostly one-directional. This fundamental shift in 
how information is presented and communicated has 
had significant impacts on political discourse and cul- 
tural exchange. According to polling by Ipsos many mil- 
lennials spend upward of 7 hours per day accessing the 
Internet.* This time is spent in a variety of ways: using 
social media, e-mailing, texting, playing games, shop- 
ping, and pursuing many other interests and hobbies. 
Younger individuals are more likely than previous gen- 
erations to obtain their local and global news from digital 
sources, rather than local print or television media. It has 
been reported that 88 percent of millennials get news 
from Facebook occasionally, while 57 percent report 
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ese Twitter <== YouTube 


using Facebook at least once per day to access news sto- 
ries. Millennials also use other social media platforms 
to access news, including 83 percent who use YouTube, 
50 percent who use Instagram, and significant pro- 
portions who use other social media platforms such as 
Pinterest (36 percent), Twitter (33 percent), Reddit 
(23 percent) and Tumblr (21 percent). See Figure 8.5. 


Who’s on What Social 
Media 


N ew Pew Research Center survey results show that 
Facebook and YouTube are by far the most significant 
social media sites accessed by older Americans with 68% of U.S. 
adults (ages 25-64) using Facebook. Those between the ages 
of 18 and 24 have embraced a variety of platforms including 
YouTube, Snapchat, Twitter and Instagram, and 73% of respon- 
dents say they use more than one social media platforms to con- 
nect and communicate with their various social circles. Adults 
65 and older represent only 37% of social media sites users. 


SOURCE: Pew Research Center. Social Media Use in 2018, http://assets.pewresearch 
.org/wp-content/uploads/sites/14/2018/03/01 105 133/PI_2018.03.01_Social-Media 
_FINAL.pdf, accessed March 31, 2018. 
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IN ACTION 


ioe) 


echo chamber When 


trolling Posting deliberately 
Provocative material with the aim 
of eliciting a negative response. 


flaming Making excessively 
rude or provocative comments 
through digital communication. 


This raises questions about who is “feeding” them 
their news as social media and news aggregators per- 
sonalize content through machine-learning models, 
designed to provide users news items that are similar in 
tone and content to those they have already read. Using 
Facebook or Twitter also allows individuals to instantly 
share their favourite stories with their contacts, who can 
then “agree” or “disagree” instantly. This can lead to 
an echo chamber wherein individuals consume only 
content that conforms to their already-held beliefs, and 
the beliefs of their social circle, whether those beliefs 
are correct or not.“ Facebook, Google, and Twitter have 
committed to preventing sites that promote and dissemi- 
nate fake news from using their advertising platforms; 
though many have questioned their ability and willing- 
ness to actually do so. 


Drawbacks of Digital Communication 


Computer-mediated communication has other  sig- 
nificant social drawbacks, most of which arise from its 
impersonal and often anonymous nature. Instant mes- 
saging, texting, e-mail, and tweets shield the sender from 
personal interaction. It is possible, and even easy, to 
make a negative or inappropriate comment yet avoid the 
social sanctions or reprisals that would follow in face-to- 
face communications. Comments on media platforms, 
news stories, and YouTube videos can be submitted 
anonymously (or by pseudonym), which eliminates 
personal accountability in communication, allowing 
people to say things online that they would never say in 
person.’ Interpersonal skills such as tact and gracious- 
ness diminish online, and people tend to be more blunt 
when using electronic media. People who participate in 
discussions quietly and politely when face-to-face may 
become impolite, more intimate, and uninhibited when 
they communicate using a keyboard.“ It has been argued 
that Twitter enables and encourages interactions that are 
simple, impulsive, and uncivil.” 

Studies show that using computer-mediated technol- 
ogies results in an increase in trolling, where a person 
posts deliberately provoca- 
tive comments (often racist, 


individuals consume digital sexist, homophobic, and/ 
content that conforms to their or ablest) with the aim of 
already-hel ini : 

y-held opinions. upsetting someone and 


flaming, which is making 
rude or obscene outbursts 
by computer, usually in 
anger, in response to some- 
thing seen or read.“ These 
patterns of aggressive and 
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hostile communication are forms of dominant defensive- 
ness, and because there is frequently no regulation or 
control over what is posted online, trolling and flaming 
often escalate into cyberbullying. 

Another shortcoming of communicating digitally is 
that the nonverbal cues we often rely on to decipher a 
message are absent. Recall that 65-90 percent of com- 
munication in face-to-face exchanges is nonverbal. 
Without these kinesic and paralanguage cues, the emo- 
tional element of a digital message can be very dif- 
ficult to assess. On some platforms, there is no way of 
even knowing for sure that your message was received 
unless the feedback loop is completed and you receive 
a response. The increasing use and acceptance of emojis 
in some digital communications can provide a signal into 
the emotional perspective of the communicator’; how- 
ever, there is a limited range of emojis to choose from, 
and not all platforms are consistent across their avail- 
able emojis—Facebook allows only six emoji reactions. 
Furthermore, there is no firm consensus on what some 


“© Even using emoticons 


emojis mean to different users. 
that have agreed-upon meanings conveys a only one- 
dimensional “emotion”—there is no nuance or strength 
parameter to let someone know how strongly you “feel” 
that emoji, so oftentimes, multiple emojis are used 
together; however, this can increase confusion as to what 
is meant. While emojis can help signal emotional con- 
text, they are considered informal and casual, and are 
not acceptable in certain digital communications, such as 
e-mails and memos that are sent within a corporate envi- 
ronment. In e-mail and other written digital communica- 
tions, the communicator must be careful to encode the 
message clearly. 


A) 
— 


What does a unicorn mean? 
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yee ever-present nature of e-mail has the potential to lead 
to e-mail overload. Here are five ways to prevent that from 
happening. First, don’t try to solve problems using e-mail. 
Huddling the right people into a brief 7-15 minute meeting 
at the same time each week is more productive than spending 
90 minutes e-mailing back and forth. Keep your e-mail subject 
lines specific to prevent others from wasting precious time 


searching inboxes for messages. Next, insist that e-mails are 
“Twitter-tight,” not exceeding specified maximum number of 
words or characters. Fourth, avoid e-mails with multiple parts. 
Opt instead to one topic per e-mail. Finally, close e-mails 
quickly. Try putting a simple yes-or-no response in the subject 
line followed by “EOM" meaning “end of message.” That way, 
recipients will not have to open the e-mail. 


SOURCE: V. Harnish. “Five Ways to Liberate Your Team From Email Overload,” Fortune 169 (2014): 52, 


Benefits of Digital Communication 


Digital communication is not all bad, however. It can 
change group interaction in positive ways by equal- 
izing participation and input among group members. 
Barriers to communication that prevent some people 
from participating in face-to-face discussions can be 
eliminated, allowing people with social anxiety to share 
their thoughts from a safe environment, or individuals 
with language or cultural barriers to prepare statements 
in advance, providing them with the necessary time to 
carefully phrase their responses, which can reduce inter- 
cultural communication barriers. Studies of groups that 
make decisions via computer interaction have shown 
that the computer-mediated groups took longer to reach 
consensus than face-to-face groups. In addition, they 
were more uninhibited, less cooperative, and there was 
less influence from any one dominant person, which can 
result in less groupthink and hive mind behaviours.” 
Groups that communicate by computer seem to expe- 
rience a breakdown of social norms and organizational 
barriers, and this is not always a bad thing. 


Digital Communication at Work 


Information communication technology (ICT) 
describes all of the ways that information can be sent 
digitally. ICT provides instant exchange of information 
in minutes or seconds across geographic boundaries 
and time zones. Not only is information available more 
quickly, but also the sheer volume of information that 
can be obtained on virtually any topic is staggering. An 
individual can easily become overwhelmed by informa- 
tion and must learn to be selective about the information 


accessed. 
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While ICT has increased productivity, normal con- 
siderations of time and distance have become irrelevant. 
E-mail, instant messaging, texting, and many other 
digital communication methods are asynchronous, 
meaning that the communicator and the receiver do not 
have to be coordinated in time, yet, many people fall 
into the habit of being constantly available, making it 
difficult to disengage from the pressures and demands of 
others. Many people find it difficult to disconnect them- 
selves from their jobs because their phone is always with 
them, and they feel like they must be in constant contact, 
responding to e-mails and texts immediately, rather than 
waiting for business hours. 

In addition, the use of new technologies encourages 
polyphasic, or multitasking activity (that is, doing more 
than one thing at a time). Managers can simultaneously 
make phone calls, send computer messages, and work on 
memos. Polyphasic activity has its advantages in terms of 
getting more done—but only up to a point. Paying attention 
to more than one task at a time splits a person’s attention 
and reduces effectiveness at individual tasks. Constantly 
focusing on multiple tasks can become a habit, making it 
psychologically difficult for a person to let go of work. 

Finally, technology may make people less patient 
with face-to-face communication. The speed advantage 
of the electronic media may 


. information 

XT. ot al fe . 
translate into an expectaon | communication 
of greater speed in all forms technology (ICT) 


of communication. How- | Technologies, such as e-mail, 
ever, individuals may miss voice mail, teleconferencing, 
the social interaction with 
others and may find their 
social needs unmet. Com- 
municating by computer 


asynchronous Not 
coordinated in time. 
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wireless access, which are used for 
interpersonal communication. 
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means an absence of small talk; people tend to get to the 
point right away. 


COMMUNICATION SKILLS FOR 
EFFECTIVE MANAGERS 


Interpersonal communication is a critical foundation for 
effective performance in organizations for all employees, 
but especially for managers who are often required to 
coordinate and orchestrate work projects across orga- 
nizational divisions, communicate goals and motivate 


performance among all employees, facilitate and resolve 
both personal and professional conflicts, and manage the 
day-to-day aspects of productivity and profitability. Lan- 
guage and power are intertwined in the communication 
that occurs between managers and their employees* 
and communication is the foundation of employee 
engagement and performance.” Studies have found 
that managers with the most effective work units con- 
sistently engaged in routine communication with their 
employees, whether it’s face-to-face, via phone, or using 
digital technology, the important thing is that communi- 
cation is reliable, frequent, and on-going. Studies have 
also found that managers with the highest promotion 
rates consistently engaged in networking activities with 
their superiors.” 

An analysis of the research on communication 
between managers and their employees identified four 
communication skills that distinguish good managers 
from bad ones.” These skills include expressiveness, 
empathy and sensitivity, persuasiveness, and having an 
informative managing style. While it is possible to be 
an effective manager without possessing all these skills, 
and while some situations or organizations might favour 
some skills over others, interactive relationships are at 
the core of organization-based communication, and so 
possessing all four skills can make a manager more effec- 
tive in communicating to employees.” 


Expressiveness 


Effective managers express their thoughts, ideas, and 
feelings openly and don't hesitate to voice their opinions 
(in a positive and constructive way) when needed. They 
tend toward extroversion, and they let the people they 
work with know where they stand on an issue, what 
they believe is required in a given situation, how they feel 
about what's going on, and why they feel the way they do. 
This communication allows employees to act with confi- 
dence, knowing how their opinions will be received, and 
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understanding what work needs to be done for any given 
project and why things are happening the way they are. 
Supervisors who are not talkative or who tend toward 
introversion may at times leave their employees won- 
dering what is expected of them, unsure about what their 
supervisors are thinking or feeling about certain issues, 
and at a loss as to what needs to be done. 


Empathy and Sensitivity 


In addition to being expressive speakers, good managers 
are willing, empathic listeners who use their reflective 
listening skills. Recall from earlier in the chapter that 
messages have two components; thoughts and feelings. 
Empathic listeners are able to recognize and decode the 
emotional components of the messages they receive. 
Good managers are approachable and willing to listen to 
suggestions and complaints, and are also better able to 
offer constructive criticisms.” 

Better managers are also sensitive to the feel- 
ings, self-image, and psychological defences of their 
employees. Being able to recognize and understand the 
nuances of emotional reactions in others, and regulate 
one’s own emotional response is known as emotional 
intelligence (EI) and is directly correlated to empathy 
and sensitivity and the ability to decode feelings from 
messages that are transmitted. 


Persuasiveness 


All supervisors and managers must exercise power and 
influence in organizations if they want to ensure perfor- 
mance and motivate employees to achieve organizational 
goals. Managers can be only as effective as their ability 
to induce compliance or influence their followers. Thus, 
effective managers are persuasive leaders who are able 
to align the goals of the employee with the goals of the 
organization, and then guide and motivate employees to 
consistently achieve those goals. The methods required 
to motivate employees can vary greatly depending on the 
employee, the project, and the circumstance, and good 
managers are able to use their communication skills to 
evoke a shared vision and achieve buy-in from employees, 


Informative Managing Style 


Finally, good managers keep their employees well 
informed, while appropriately and selectively dissemi- 
nating information. The ability to coordinate the efforts 
of a group requires good communication and organiza- 
tion. Managers are responsible for the communication 
of goals, procedures, and expectations of the production 
process to the employees who ultimately carry out the 
work. Having an informative management style requires 
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knowing what employees need to be successful, and 
ensuring that they have the right information at the 
right time. Failing to effectively filter information may 
lead to either information overload or a lack of sufficient 


STUDY 
TOOLS 


IN THE BOOK YOU CAN ... 


L] Rip out the Chapter Review card at the end of the book 
to review Key Concepts and Key Terms. 


L) Take a“What about You?” Quiz related to material in the 
chapter. 


LJ Read additional cases in the Mini Case and Shopify Running 
Case sections. 


WHAT ABOUT YOU? 


information for task accomplishment. Good managers 
are transparent, and communicate openly and honestly 
about their expectations and feelings, which leads to 
increased trust and engagement from employees.™ 


ONLINE YOU CAN ... (NELSON.COM/STUDENT) 


L] Take a“What about You?” Quiz related to material in the 
chapter. 


L] Test your understanding with a quick Multiple-Choice Pre- 
Test quiz. 


L] Read the eBook, which includes discussion points for 
questions posed in the Cases. 


L] Watch Videos related to chapter content. 


L} Use the available Flashcards and Matching Quizzes to test 
your understanding of key terms and concepts. 


L] See how much you've learned by taking a Post-Test. 


Are You an Active Listener? 


Reflective listening is a skill that you can practise and learn. Here 
are ten tips to help you become a better listener. 


. Stop talking. You cannot listen if your mouth is moving. 


Put the speaker at ease. Break the ice to help the speaker 
relax. Smile! 


. Show the speaker you want to listen. Put away your work. 
Do not look at your watch. Maintain good eye contact. 


. Remove distractions. Close your door. Do not answer the 
telephone. 


. Empathize with the speaker. Put yourself in the speaker's 
shoes. 


. Be patient. Not everyone delivers messages at the same 
pace. 
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Hold your temper. Do not fly off the handle. 


. Goeasy on criticism. Criticizing the speaker can stifle com- 
munication. 


. Ask questions. Paraphrase and clarify the speaker's mes- 
sage. 


. Stop talking. By this stage, you are probably very tempted 
to start talking, but do not. Be sure the speaker has 
finished. 


Think of the last time you had a difficult communication with 
someone at work or school. Evaluate yourself in that situation 
against each of the ten items. Which one(s) do you need to 
improve on the most? 

SOURCE: Republished with permission of IEEE, from “Steps to Better Listening” by C. Hamilton and B. H. 


Kleiner, Engineering Management Review, Vol. 15, No. 13, Copyright © 1987 IEEE; permission conveyed 
through Copyright Clearance Center, Inc. 
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MINI CASE 


any of us feel naked without our smartphones. They keep 
M us continually connected to work, friends and family, 
teams, and social media groups. Most people keep their phones 
right in their pocket so that the phone is readily available to 
check the time, check the weather, check social media, check 
transit schedules, take photos and videos, and on, and on, and 
on. Smartphones entertain, fill gaps in our day, and demand 
our attention with an endless string of notifications. Smart- 
phones offer a convenient alternative to face-to-face conversa- 
tions, and at times they interrupt the conversations we do have. 


Interestingly, with all that smartphones can do to facilitate 
communications, they have also undermined verbal communi- 
cation and promoted incivility in the communications process. 
“Friends hardly call each other. People resist protocols that 

call for verbal communication. .. . People don't like using their 
phones to make calls or listen to voice mails.’ Texting seems to 
be the preferred mode, especially for younger people, when 
communicating with others. 


People use their phones as a shield to protect them from 
having to have difficult, embarrassing, or emotional conversa- 
tions: People use Facebook to notify friends and family about 
engagements, births, and even deaths and funerals. People end 
relationships via text, or use Twitter to vent complaints against 
companies and service providers. 


College students in a recent survey indicated that they send 
and receive more than 100 messages every day, and check for 
messages more than 16 times an hour. They admit to texting 
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while on a date, while in the shower, and even in the middle of 
religious services and funerals. Ninety percent of respondents 
admit to texting while eating, and 80 percent said they text 
while using the washroom, and neither of these locations was 
considered an inappropriate texting setting. Texting during a 
face-to-face conversation with someone, during a movie, and 
during class were all deemed inappropriate texting settings, 
but students admitted to frequently sending texts during these 
times. “People calling, texting and responding to e-mails at 
inappropriate times and places have become an issue in both 
a professional and business context.’ The Wall Street Journal 
reports. 


SOURCES: J. De Avila, “The Unused Cellphone App: Calling,” The Wall Street Journal (Eastern edition), February 
24, 2010: D1; S. Hill. “Are Smartphones Killing the Art of Face-to-Face Conversation? We Ask the Experts,” 
https://www.digitaltrends.com/mobite/are-smartphones-really-killing-the-art-of-conversation/; A. Mozes, 
“College Students Admit Texting in the Most Inappropriate Places” (BS News, https://www.cbsnews.com/ 
news/college-students-admit-texting-in-the-most-inappropriate-places/; B, Pachter, “Mind Your Business 
Manners: Etiquette Suggestions for Success,’ CPA Practice Management Forum 6(5) (May 2010): 16 (3 pages). 


Apply Your Understanding 


1. Can the basic interpersonal communication model be 
used as an aid in understanding the impact of smart- 
phone usage? If so, how? 


2. How have smartphones transformed the way in which 
college and university students communicate? 


3. Do you think that as people become more connected 
technologically they become less connected interperson- 
ally? Why or why not? 
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SHOPIFY INTRODUCES TIMELINE with push notifications and link and embed features, 


Shopify merchants and employees can use Timeline as a 
central communication method focused on single orders or 
customers, rather than having to coordinate through more 


{ h,ranic a. oY ee ' i : 
In early 2016, Shopify introduced a new communication fea- 
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Groups and Teams 


LEARNING OUTCOMES 


After reading this chapter, you should be able to do the following: 


Define and distinguish between groups and teams. 
Describe how groups form and develop. 


| Identify the factors that influence group behaviour and group 
effectiveness. 


Sa i ES SE SEO TILE PETES SERIE CERES EI EAR 


BR metic tcp 


Compare and contrast different types of teams. 


» Explain the advantages and disadvantages of teams. 


SORES am oe Laem eentenmner ean ese ys SEAT WEIN NG NN a IT OEE LIE 


See the end of this _— for a list of available Study Tools, a 
166 “What about You?” Quiz, Mini Case, and the Shopify Running Case. 


ade 


NEL 


Two heads are better than one, and more heads are better 
than two. Usually. There is no denying the importance 
of teams in modern organizations: When they work well. 
teams make better decisions and make fewer mistakes than 
individuals working alone. But just because people work 
together doesn’t make them a team, not all teams work 
well together, and not all projects require a team effort. 


©) crovrs ano Teams 


A group is formed whenever people interact with 
common interests and objectives. Groups can be just two 
people, or they can be whole societies; they can be formal 
with specified meetings and goals, or casual and informal 
with no set task or function apart from social interaction. 
The salient feature of a group is that people within the 
group call themselves “we,” and distinguish themselves 
from those not in the group. Group members tend to 
maintain individual autonomy, individual accountability, 
and individual work products. A team is a type of group, 


with more in common than just interests 
and objectives. A team i 


vho work interdependently, (4) who hold 
each other mutually accountable for their 
performance.' Teams also normally operate 
as a unit within a larger organization that 
imposes resources, structure, leadership, 
climate, and culture onto the team, all of 
which influence the team’s performance. 
Work teams typically emphasize shared 


collective work products. 

While all teams are groups, not all groups are teams. 
Where groups tend to have one leader, teams tend to 
share leadership: One person may be the team’s task 
master who sets the agenda, initiates much of the work 
activity, and ensures that the team meets its deadlines. 
Another team member may take a leadership role in 
maintaining effective interpersonal relationships in the 
group. Shared leadership is very feasible in teams. 


© crouP FORMATION AND 
DEVELOPMENT 


Group Formation 


i / i nizations for 
Formal and informal groups develop in orga & 
different reasons. Formal groups are sometimes called 
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Talent wins games, 
but teamwork and 
intelligence win 
championships. 


—Michael Jordan 
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leadership, mutual accountability, and e 


official or assigned groups, and informal groups may be 
called unofficial or emergent groups. Formal groups, 
such as project task forces, boards of directors, and 
temporary committees, gather to perform various tasks 
that are typically assigned by the organization. Formal 
groups typically have established goals, and metrics for 
measuring their success. Informal groups more com- 
monly evolve in response to social needs that may not 
be met by formal groups. For example, organizational 
members’ inclusion and affirmation needs might be sat- 
isfied through informal athletic or specialized interest 
groups. 


Diversity 


Diversity is an important consideration in the formation 
of groups, and a group’s function often determines its 
level of diversity. Informal social groups typically have a 
more homogenous makeup because they are voluntarily 
formed around a specific activity or need, and attract 
members who are similar in that one regard. Homoge- 
neous groups with little diversity typically 
have high levels of conformity, and have 
been shown to promote favourable inter- 
personal interaction, yield high levels of 
cohesiveness, increase member attach- 
ment and satisfaction, and reduce member 
uncertainty. In a workplace setting, formal 
teams are often created by the organiza- 
tion, and are brought together to analyze 
and solve complex organizational prob- 
lems. Work te nefit from 


greater levels of diversity. Ethnic, gender, 
and cultural diversity can enhance group 
performance by providing new perspec- 
tives, and a variety of skills and abilities from which the 


a heen 


mitted employees.* However, while diversity typically 


delivers better organizational outcomes, it also creates, 


“more intergroup conflict and less group cohesion.! 


TEAM PARTICIPANT 
ROLES Individual 
sity refers to differences 
in personality that are not 


explained — by 


with common interests, 
objectives, and continuing 
interaction. 


diver- 


; team A group of people 
necessarily 


cultural, gender, or ethnic 
differences. Different per- 
sonalities commonly found 
within a group include the 


are committed to common 
goals, and hold themselves 


performance. 
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group Twoor more people 


with complementary skills who 


mutually accountable for their 
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boundary spanning 
Linking a group's output to the 
external environment. 
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contributor, the collaborator, the communicator, and 
the challenger.® The contributor is data driven, supplies 
necessary information, and adheres to high performance 
standards. The collaborator sees the big picture and is 
able to keep a constant focus on the mission and urge 
other members to join efforts for mission accomplish- 
ment. The communicator listens well, facilitates the 
group's process, and humanizes the collective effort. The 
challenger is the devil's advocate who questions every- 
thing from the group's mission, purpose, and methods 
to its ethics. Members may exhibit one or more of these 
four basic styles over the team’s life cycle. In addition, an 
effective group must have an integrator* who is able to 
link the group’s output to the external environment. This 
is known as boundary spanning. 


Models of Group Development 


All groups, whether they are formal or informal, go 
through stages of development, some more success- 
fully than others. Groups emerging successfully become 
a mature and productive unit. Mature groups are able 
to work through the com- 
plexities of interpersonal 
relationships and their asso- 
ciated conflicts, and establish 
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“aa Achieving Diverse Work 


Teams Goes beyond 
Checking Boxes 


hree additional forms of diver- 
sity should be considered 


~ FACT 


when assembling productive and long-lasting work teams. 
Cognitive diversity will enhance creativity. Age/experience 
diversity will ensure the right balance between what's been 
done before and what is possible. Proximity diversity, the mix of 
virtual and traditional interactions, is an important predictor of 
success. The best managers use legally mandated criteria only 
as a starting point to achieving a much larger, more effective 
way of achieving true workplace diversity. 


SOURCE: K. Rich, “Diversity’s Central Paradox,’ Forbes 195 (2015): 34 


group responsibilities and individual member roles, to 
achieve at high levels. 


TUCKMAN’S FIVE-STAGE MODEL The 
model of group development proposes that team behav- 


iour progresses through five stages: forming, storming, 


norming, performing, and adjourning.® These stages are 


five-stage 


© iStockphoto.com/Rawpixel Ltd 
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TUCKMAN’S FIVE-STAGE MODEL OF GROUP DEVELOPMENT 


Storming 


* Little agreement ¢ Conflict 
* Unclear purpose Increased clarity of 
«> Guidance and direction purpose 

* Power struggles 

«= Coaching 


© Cengage Learning 


shown in Figure 9.1. It is important to note this process 
is not necessarily sequential: There are feedback loops 
at every different stage and there is no guarantee that all 
teams will progress through all five levels. Many teams 
experience relational conflicts at different times and in 
different contexts, and some teams may get “stuck” in 
one stage or may cycle between two stages, never moving 
on to the performing stage. Other groups may not prog- 
ress linearly from one step to another in a predetermined 
sequence. However, the five-stage model provides insights 
into the process requirements of group formation. 

The first step in group development is called the 
forming stage, where team members are unclear about 
individual roles and responsibilities and tend to be polite 
while they determine what is expected of 
them. Members are discovering the team’s 
purpose, objectives, and external relation- 
ships and are testing those boundaries. 

Team members compete for posi- 
tion in the storming stage. As the name 
suggests, there is considerable conflict as 
the norms of behaviour begin to be estab- 
lished, and power struggles, cliques, and 


Norming 


e Agreement and 
consensus 

¢ Clear roles and 
responsibilities 

t= Facilitation 


Coming together is 
a beginning, staying 
together is progress, 


and working together 


Performing Adjourning 


¢ Clear vision and 
purpose 

¢ Focus on goal 
achievement 

x Delegation 


¢ Task completion 

* Good feeling about 
achievements 

t= Recognition 


As a team moves into the performing stage, it 
becomes more strategically aware and clear about its 
mission and purpose. In this stage of development, the 
group has successfully worked through the necessary 
interpersonal, task, and authority issues. 

Members at this stage do not need to be instructed 
but may ask for assistance from the leader with personal or 
interpersonal development. Some groups stop at this stage, 
and the team remains permanently together, performing. 

The final stage of group development is the adjourning 
stage. If/when the group’s purpose is completed, the group 
disbands and everyone on the team can move on. 


Punctuated Equilibrium Model 


The punctuated equilibrium model of 
group development focuses on the timing 
of group achievements and status changes. 
As meutioned, though teams often go 
through different stages of group devel- 
opment, with each stage representing 
a different group dynamic, these stages 
do not happen linearly. The punctuated 


factions within the group begin to form is SUCCESS. equilibrium model recognizes that groups 
Clarity of purpose increases, but uncer- typically altemate between periods of 
tainties still exist at this stage —Henry Ford inertia with little visible progress toward 


Agreement and consensus are 
characteristic of team members in the 
norming stage. It is in this stage that roles 
and responsibilities become clear and 
accepted, with major decisions being made by group 
agreement. The focus turns from interpersonal relations 
to decision-making activities related to the group's task 


accomplishment. 
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goal achievement punctuated by bursts 
of energy as work groups develop. It is in 
these periods of energy where the majority 

of a group’s work is accomplished.° 
One interesting finding of xcesearch done on. the. 
punctuated equilibrium model is that groups’ regard- 
less of their project, take virtually the same trajectory 
through the stages of development toward completion. 


CeLE7ES 3 Grauns ang jiaams 16 


Reprinted by permission of Craig Brown 


PUNCTUATED EQUILIBRIUM 


Punctuated 
bursts of progress 


Effort towards goal 


This trajectory is illustrated in Figure 9.2. Phase 1 of 
the project lasts until approximately half of the allotted 
time has passed, no matter how much time was originally 
allotted. At the midpoint, the group undergoes a tran- 
sition where the groups patterns of behaviour change 
dramatically, and the group spends the last half of the 
allotted time (no matter how long that is) working toward 
the group’s goals. Studies have shown that whether 
groups are working on a project that is scheduled to take 
one hour, or one year, the transition consistently occurs 


at yo sa first i and the deadline.’ 


oc aOR ™ fh ern 
performing, and finally adjourning. 
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norms of behaviour The 


unde 


behaviour within a group. 


group cohesion How 
effectively a group ensures 
adherence to norms of behaviour. 


WAe 


EFFECTIVENESS 


Factors That Influence Group Behaviour 


How groups form, and how successfully they move into 
the performing phase of group development, been a 
subject of interest in social psychology for a long time, 
and many different aspects 
of group behaviour have 
been studied. Two factors 
that significantly affect how 
well groups work together 
are norms of behaviour and 
group cohesion. 


rstood standards of 
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NORMS OF BEHAVIOUR The standards that a group 
uses to evaluate the behaviour of its members are known 
as its behavioural norms. Norms of behaviour are 
the understood standards of behaviour within a group.® 


Teal 


norms may y be implicit or ae 


or unwritten, expressly stated, or silently expected, they 
may even be unconsciously determined, and they can 
evolve and change over time. So long as individual mem- 
bers of the group understand what is expected of them, 
norms can be very effective in influencing behaviour. 
Norms may specify what members of a group should do 
(such as a dress code), or they may specify what mem- 
bers of a group should not do (such as taking too long 
ona lunch break). 


cordespunisamniacanerocsciaamner AO 


Behavioural norms (both formal and informal) do 


not just manage social behaviour, but also evolve around 
performance and productivity.'° A group’s productivity 
norms may or may not be consistent with the organiza- 
tion’s productivity standards. A high-performance team 
sets productivity standards above organizational expec- 
tations, average teams set productivity standards consis- 
tent with organizational expectations, and noncompliant 
or counterproductive teams may set productivity stan- 
dards below organizational expectations with the intent 
of damaging the organization or creating change. Per- 
formance norms are among the most important group 
norms from the organization’s perspective. Even when 
group members work in isolation on creative projects, 
they display conformity to group norms.'! Group norms 
of cooperative behaviour within a team can lead to mem- 
bers working for mutual benefit, which in turn facilitates 


team performance.” Finally, norms that create aware- 


Group Cohesion 


The “interpersonal glue” that makes the mem- 
bers of a group stick together is known as cohe- 
sion. Group cohesion enables a group to exercise 
effective control over its members in relation to its 
behavioural norms. Groups that have higher levels of 
group cohesion are able to exert influence over mem- 
bers to ensure that norms of behaviour are maintained, 
which can enhance job satisfaction and improve orga- 
nizational productivity.'* Increased job complexity and 
task autonomy have been shown to lead to increased 
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group cohesiveness and better performance.’ Also, 
member satisfaction. commitment, and communication 


are greater in more cohesive groups. Threats to a group's 


cohesion include goal conflict, unpleasant 
experi T x6 ind dom ratio sub. 


group. Groups with low levels of cohesion 


have greater difficulty exercising control 
and enforcing their standards of behav- 
iour; hence, they are more vulnerable to 
such threats. 

Group cohesion evolves gradually 
over time as group norms are established 
and entrenched, and group members who 
do not conform choose to leave the group. 
Smaller groups are more cohesive than 
larger groups, and homogenous groups 
typically have higher levels of cohesion 


NEL 


&% 


The ratio of We’s to I's 

is the best indicator of 

the development of a 
team. 


—tLouis B. Ergen 
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Facts 


ra sede - 


because group members share the same values and per- 
| ceptual screens. Prestiye, social status, and other external 
pressures tend to enhance cohesion, while internal com- 


petition usually reduces cooperative inter- 
personal activity, thus decreasing cohesion 


within a team.!® 


Factors That Influence Group 
Effectiveness 

Group (and team) effectiveness requires 
attention to group structure, group process, 
and task and maintenance behaviours.!" 


GROUP STRUCTURE Group (and team) 
structure describes what the group has set 
out to achiéve, and what tools ‘they have 
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a 


at their disposal to achieve those goals. It describes the play fair, and be a good winner or loser. Competitive 


who, the what, the where, the when, and the why of the rewards have been found to enhance the speed of perfor- 
group. A team’s goals and objectives specify what must mance, while cooperative rewards appear to enhance the 
be achieved, while the operating guidelines set the orga- accuracy of performance.” 


nizational boundaries and decision-making limits within 
which the team must function. The group also needs to 
know what measures are being used to assess its per- 
formance. Finally, group structure requires a clearly 
specified set of roles for all group members. These role 
specifications should include information about expecta- 
tions of (and limits on) required role behaviours, such as 
decision making and task performance. 


GROUP PROCESS Group (and team) process is the 
second dimension of group effectiveness, and it describes 
how the group is going to achieve. Group process issues 
describe the behavioural components of group effective- 
ness and encompasses whether groups get along or not. 
Group process describes how groups manage coopera- 
tive and competitive behaviours. Both sets of behaviours 
are necessary for group task accomplishment, and they 
should be viewed as complementary. Cooperative 
behaviours typically describe interpersonal teamwork 
skills and include communication skills, trust, personal 
integrity, positive interdependence, and mutual sup- 
port. On the other hand, 
competitive behaviours 
typically describe achieve- "AS TEAM-BUILDING EXERCISES GO I'VE SEEN WORSE.” 


competitive behaviours J nent skills, and include the 
Achievement skills. 


cooperative behaviours 
Interpersonal teamwork skills. 


ability to enjoy competition, 


N ACTION 


n 2012, Google began a project known as Project Aristotle, in an effort to discover how to create the perfect team. Google 

had long believed adages like “introverts work best together” and “teams are more effective when members are friends,” but 
the People Operations department (consisting of researchers, statisticians, psychologists, sociologists, and engineers) spent 
millions analyzing data from more than 180 teams spread throughout the company, over the course of three years, in an effort 
to determine whether those bits of conventional wisdom were actually true. 

Google examined how employees eat together (and found that the most productive employees typically varied their 
dining companions, but not always). They examined which traits the best managers have (which, unsurprisingly, turned out to 
be good communication and avoiding micro-management, again, this wasn’t always the case). In fact, despite all the metrics 
measured, Google found no patterns of behaviour that could predict whether a team would be a success or a failure. What 
Google did find was that teams that allowed members to speak in equal proportion, and that were able to assess how mem- 
bers felt based on nonverbal cues, were significantly more successful than other teams. These group skills contribute to psy- 
chological safety, and Google concluded that more than anything else, psychological safety is critical to making a team work. 


SOURCE: C. Duhigg, “What Google Learned from Its Quest to Build the Perfect Team,’ The New York Times Magazine, 


February 25, 2016, accessed from https://www.nytim 
.com/201 6/02/28/magazine/what-google-learned-from-its-quest-to-build-the-perfect-team.html, April 10, 2018. ° om 
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TASK AND MAINTENANCE FUNCTIONS An effec- 
tive group or team carries out task functions to per- 
form its work successfully and maintenance functions to 
ensure member satisfaction and a sense of team spirit.’° 
Table 9.1 presents nine task and nine maintenance func- 
tions in teams or groups. 

Task functions are those activities directly related 
to the effective completion of the team’s work. For 
example. the task of initiating activity involves suggesting 
ideas. i 


s asking as. sugges . informa- 
. Accomplishing task functions leads to the 
success of the group, and effective teams have members 
who fulfill various task functions as they are required. 
Different task functions vary in jmportance throughout 
the life cycle of a group. 

Maintenance functions are those 


activities 


essential to the effective, satisfying interpersonal rela- 

tionships within a group or'team. Task functions often 
cause tension in teams and groups working together, 
and maintenance functions are necessary to drain off 
negative or destructive feelings. Humour and joking 
behaviour have been found to be common maintenance 
functions that serve to enhance social relationships in 
groups.” Maintenance functions enhance together- 
ness, cooperation, and teamwork, enabling members to 
achieve psychological intimacy while furthering the suc- 
cess of the team. 


no’ ee Atoles 


TABLE 9.1 | 


Initiating activities Supporting others 


Seeking information Following others’ leads 
Giving information Gatekeeping communication 
Elaborating concepts Setting standards 


Coordinating activities Expressing member feelings 


Summarizing ideas Testing group decisions 


Testing ideas Consensus testing 


Evaluating effectiveness Harmonizing conflict 


Diagnosing problems Reducing tension 
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(> Tyres OF TEAMS 


Teams can take on any number of logistical styles 
depending on what their objectives and resources are: 
Some teams are like baseball teams where members 
have set responsibilities or “positions”; others are like 
football teams working through coordinated action, and 
still other teams work like doubles tennis teams, where 
members have primary yet flexible responsibilities. Each 
type of team may have a useful role in an organization, 
and sometimes a team is not what’s best: at the right time 
and in the right context, the individual expert should 
not be overlooked.”' Individual members with particular 
skills or abilities must be allowed to shine. 

Recall from earlier that teams differ from groups in 
that teams have workflow interdependence, and require 
mutual accountability. Teams rely on collaboration and 
the sharing of information and abilities to make deci- 
sions that will best achieve group goals, and teamwork 


requires that team members put aside individual inter- 
ests in favour of unity. When different people have dif- 
ferent knowledge, talents, and abilities, and tasks require 
integrated and collaborative efforts to accomplish, teams 
must bring together mem- 
bers with different special- 
ties and knowledge, and 
teamwork is often the only 
solution. Teams with experi- 
ence working together can 
produce valuable innova- 
and individual con- 
tributions within teams are 


completion of a team’s work. 


activity essential to effective, 
satisfying interpersonal 

tions, 
group. 


teamwork Joint action 
by a team of people in which 
individual interests are 
subordinated to team unity. 


valuable as well ” 

Because teams can take 
almost any form they wish, 
it can be difficult to classify 


Teams can take almost any form they wish. 
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task function An activity 
directly related to the effective 


maintenance function An 


relationships within a team or 


Aspect3D/Shutterstock.com 
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and distinguish teams; however, in the broadest sense, 
teams can be classified based on their “type” within 


team permanence How 
long the team plans to stay 
together. 


skill differentiation How 
varied the team members’ skills 
are from one another. 


authority 
differentiation How much 
autonomy and decision-making 
responsibility is distributed 
among team members. 


the organizational context. 
These types include (1) 
production, (2) service, (3) 
management, (4) project, 
(5) action and performing, 
and (6) advisory. These 
different types of teams 
can be further analyzed 
using three broad catego- 
ries; team permanence, 
which describes how long 
the team plans to stay 


together; skill differentiation, which describes how 
varied the team members’ skills are from one another; 
and authority differentiation, which describes how 
much decision-making ability is distributed among team 
members.2 See Table 9.2 for an example of how dif- 
ferent types of teams can be classified. 

There is no one style of team that works best in 
every situation; each team is dependent on its members 
and its objectives, and what's best for achieving one goal 
may not be best for the next goal, even with the same 
team members. Three other important styles of teams 
that have emerged in the organizational environment 
are cross-functional teams, self-managed teams, and 
virtual teams. Any team type can be cross-functional 


TABLE 9.2 


Production Accounting 
team 
Service Customer 
Service 
Management Senior 
managers, 
Executives 
Project Develop- 
ment teams 
Action/Per- Crisis man- 
forming agement 
teams 
Advisory Review 
panels 


Core employees 
who produce a 
tangible product. 


Core employees 
who engage with 
customers. 


Responsible for 
setting business 
objectives and 
directing and 
coordinating 
employees. 


Teams that come 
together to com- 
plete an entire 
project and then 
disband. 


Teams of interde- 
pendent experts 
who come 
together for one 
performance 
event. 


These teams 
provide recom- 
mendations to 
decision makers. 
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High. The team will 

continue to exist, even if 
new members are added 
or other members leave. 


High. The team will 

continue to exist, even if 
new members are added 
or other members leave. 


Medium. The team will 
continue to exist if new 
members are added or 
other members leave; 
however, it may look 
and act differently, 
depending on the orga- 
nization’s goals. 


Low. The team will exist 
only until their goal is 
achieved, and then will 
disband. 


Low. The team will exist 
only until the emer- 
gency is called off, and 
will then disband. 


Varies. Some advisory 
councils review one 
product or service ele- 
ment, while others are 
permanent organiza- 
tional fixtures. 


Low. Members typi- 
cally have similar 
skills. 


Low. Members typi- 
cally have similar 
skills, 


Low. Members typi- 
cally have similar 
skills (though a 
broad range of 
skills). 


Medium-High. 
Development teams 
draw members with 
the needed skill 
sets. Depending on 
the project, these 
skills can be highly 
varied. 


Medium. The team 
is usually made up 
of a variety of skill 
sets, however they 
are all related in 
some way. 


Medium. Team 
members must 
be able to advise 
regarding many 
aspects of the 
project. 


High. Only one or two members 
(typically managers) will have 
decision-making authority. 


High. Only one or two members 
(typically managers) will have 
decision-making authority. 


Low. Management teams 
typically have authority to 
make decisions within their 
department. 


Medium -Low. Project teams 
are typically given the authority 
required to complete the 
project. All members of the 
team will be able to make deci- 
sions as required. 


Low. Typically, action teams are 
given the authority required to 
resolve the crisis situation, and 
all members of the team will be 
able to make decisions. 


High. Advisory teams make 
recommendations, but typically 
have no ultimate authority to 
implement their recommenda- 
tions. 
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Teams made up 
of people with 
different areas 
of expertise and 
experience. 


Teams that 
have complete 
autonomy over 
goal setting, 
scheduling, and 
procedures. 


These teams 
operate without 
regard to space 
or time, often col- 
laborating across 
organizational 
and geographic 
boundaries. 


(e.g., community 
soccer teams). 


or self-managed, and any team can be virtual, though 
because these teams require greater resources and have 
greater responsibilities, they are typically reserved for 
management, project, action, and advisory teams. 


Cross-Functional Teams 


A cross-functional team is any group of people who 
have different areas of expertise and experience working 
together to achieve a common goal. Cross-functional 
teams in business often include members from mar- 
keting, finance, engineering, human resources and other 
organizational departments.” Cross-functional teams 
may even include people from outside of the organiza- 
tion, such as suppliers, clients, or consultants. 


Self-Managed Teams 


Self-managed teams, also called self-directed teams 
or autonomous work groups, are cross-functional groups 
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Typically These teams High. These teams 

socialgroups haveless-defined __ typically exist indepen- 
goals and objec- —_ dent of their members, 
tives and are typi- and will goon as new 
cally social clubs © members join and old 


members leave. 


High. The purpose 
of a cross-functional 
team is to bring 
together people 
with a wide range 
of skills. 


Varies. Depending on the goals 
of the virtual team, members 
may or may not all have the 
ability to make independent 
decisions. 


High. Self-directed 
work teams operate 
with little to no 
organizational 
supervision, so 
group members 
must have all neces- 
sary skills. 


Low. Self-directed work teams 
have control over inputs, and 
outputs with little organiza- 
tional oversight 


High. The organi- 
zation can access 
expertise from 
around the world. 
This typically results 
in high skills dif- 
ferentiation. 


that are organized based on a specific project or goal, and 
the team sees the project through its entire life cycle, from 
conception to implementation. These teams are common 
in manufacturing, and service industries where new prod- 
ucts and services are being developed, created, tested, 
and implemented. The thing that sets self-managed teams 
apart from other styles is that they are empowered to make 
all decisions regarding the project within the team, and 
have very low levels of managerial oversight. Managers 
may provide leadership and influence to self-managed 
teams,” but the team has the 
autonomy to plan, organize, 
and implement work prac- 
tices as the team decides. 
Self-managed teams require 
a very high level of autonomy 


cross-functional team 
People with different expertise 
and experience working toward a 
common goal. 


self-managed teams 
Teams with the autonomy to plan, 
organize, and implement work 
practices without managerial 
oversight. 


and empowerment at the 
organizational level, as well 
as the individual level. 
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Virtual Teams Whether a traditional group, a self-managed work 
team, or a virtual team, groups and teams continue to 


Virtual teams do not meet face to face, and instead play a vital role in organizational behaviour and perfor- 


rely on digital tools of communication to plan and exe- 
cute their tasks. Virtual team members 
may be located anywhere geographically 


or status-wise in an organization, and are 66 


| al ©) ADVANTAGES AND 
common in knowledge-based industries, o_o ie 
as well as international or global organi- ate DISADVANTAGES 


zations. Virtual teams typically employ a business are never 
very diverse group of individuals both in OF TEAMS 


terms of employee skill sets and ethnic 


mance at work. 


done by one person. 


and cultural backgrounds. This diver- They're done by a Individual limitations can often be over- 
sity requires that virtual team members come, and problems can be resolved 

, have strong team of people. through teamwork and_ collaboration. 
pata 2d ll communica- eGo miguc Teams can be very good at performing 
instead rely on digital tools of tion skills in work that is more complicated and/or 
communication to plan and | order to be 99 more voluminous than one person can 
execute their tasks. successful. handle, and in the past several decades, 


IN ACTION 


ith increased technology, most professionals can perform 

Wins jobs from anywhere in the world. Despite the ben- 
efits of virtual teams, however, 66% of IT projects outsourced 
to virtual teams failed to satisfy their client’s requirements. 
Research finds that most people consider virtual communica- 
tion less productive than face-to-face interaction, nearly half 
feeling confused and overwhelmed by the technology. It’s not 
all bad news. A more recent study found that well-managed 
virtual teams can actually outperform traditional ones and 
have the potential for productivity gains upwards of 43%. High- 
performing virtual teams share the following characteristics: 

e Team members are suited to work in virtual teams, possessing 
good communication skills, high emotional intelligence, and 
the ability to work independently. Team size is manageable, 
with no more than ten people, and roles are clearly defined. 


¢ Teams are led by individuals who foster trust among team 


members, encouraging dialogue, and clarifying goals and 
deadlines. 


Rawpixel/Shutterstock.com 


e Though dispersed geographically, virtual teams come 
together and meet face-to-face at several critical times during 
the relationship—at kickoff, during onboarding, and to 
celebrate milestones. 


¢ Teams have the right technology that integrates a variety of 
communications media as appropriate for different types of 
collaboration. This includes conference calling, direct calling 
and text messaging, and discussion forums. 


SOURCE: K. Ferrazzi, “Managing Yourself” Harvard Business Review 92 (2014): 120-123. 
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organizations have made work teams a part of their orga- 
nizational structure to keep up with dynamic and highly 
competitive markets.”° When teams work well thev can 
make better decisions, dev elop and deliver better prod- 
ucts and services, and create more engaged and com- 
mitted employees. Teams, however, do not always work 
well. The use of teams can result in increased costs, 
increased personal and organizational conflict, worse 
decisions, and decreased employee satisfaction. 


Advantages of Teams 


thé same problem. More simply put: having more people 
consider a problem often leads to more resolution ideas in 
a shorter time. Group decisions are generally more accu- 


rate than personal ones. Teams also provide’a variety of 


< io When ae 
are organized and ragweed sey can share information 
and coordinate tasks faster and more accurately than 
individuals, and can accomplish more work more quickly 


ane effectively. \ 


evn mii ee 


team. These synergies allow teams to achieve specific per- 
formance goals more quickly and effectively than people 
working alone. In competitive industries, creative and 
complex problem solving and effective and efficient solu- 
tions can be the key to a long-term operational advantage. 

Cohesive teams also encourage employee engage- 
ment and satisfaction. Belonging to a team can provide 
meaning and emotional fulfillment for employees and 
can define a part of those individuals’ social identity, 
which is their sense of who they are based on how they fit 
within a group. Teams can also lead to greater individual 
motivation and productivity because as team members 
feel accountable to the group, achieving group goals can 


provide personal satisfaction. 


Social Benefits to Individuals 


Being on a productive team has obvious benefits for 
the organization, but the individual members of a team 
derive personal, social benefits from the collective expe- 
rience of teamwork as well. These individual benefits can 


be described as psychological intimacy and achieving : 


integrated involvement. 
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Psychological intimacy is emotional and psycho- 
logical closeness to other team or group members. It is 
the feeling of friendship and results in feelings of affec- 
tion and warmth, unconditional positive regard, oppor- 
tunity for emotional CxpERSSION: oP eae scoumily, ee 


emotional asa 
macy 


lanvelins' This may ae eerie er ee for execu- 


tives who often report experiencing loneliness at the top 
of the organizational hierarchy with no one to confide in. 
Psychological intimacy is important for emotional health 
and well-being; however, it does not necessarily have to 


be achieved at work. 


Integrated involvement is closeness achieved 
through tasks and activities. It is a feeling of productivity 
and competence, and results in enjoyment of work, self- 
confidence, engagement, social identity, being valued for 
one’s skills and abilities, opportunity for power and influ- 
ence, conditional positive regard, and support for one’s 
beliefs and values. Failure to achieve integrated involve- 
ment may result in social isolation. 


Disadvantages of Teams 


When they work, teams can increase productivity, solve 
problems more quickly, and implement solutions more 


effectively. 


However, teams are not always as effec- 


tive as individuals. There are significant costs associ- 
ated with forming and maintaining teams, most of 
which have to do with the social costs of maintaining 
a group. These costs include time and efforts directed 


at defining and enforcing 
group roles, resolving differ- 
ences, establishing norms, 
etc. These costs can quickly 
any productivity 
increases the team may have 


overrun 


experienced, and result in 
process losses, which 
occur when groups perform 
worse than expected of indi- 
vidual members.” 
Process _ losses 
monly occur for the simple 
reason that it can be difficult 
to work with other people. 
Coordination _ losses 


occur because coordinating 


the sofa ce can be 


ee 
on another's outputs. Time 


com- 
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process gain Whena group 
is able to produce more than 
expected from its members. 


social identity A person's 
sense of who they are based on 
group membership. 


psychological intimacy 
Emotional and psychological 
closeness to other team or group 
members. 


integrated involvement 
Closeness achieved through tasks 
and activities. 


process losses When groups 
perform worse than expected 
based on the individual members. 


coordination losses 
Process losses that occur due 
to challenges associated with 
coordinating the efforts of a 


group. 


ives 


wasted waiting on other people is a common concern 
in team settings, and these process losses can increase 
a group's project completion time over that of an indi- 
vidual. The challenges associated with coordinating a 
group increase as the group grows. 

Some process losses are not just a function of coordi- 
nation losses, but motivation losses. When group mein- 
bers are not committed or do not feel accountable to the 
team, the group setting may actually encourage them to 
withhold their efforts. Social loafing occurs when one 
or more group members exert less effort than they would 
if they were working alone. Loafers rely on the efforts 
of other group members and fail to contribute their 
own time, effort, thoughts, or other resources.” Social 
loafing (sometimes known as free riding) is more likely to 
occur when individual efforts are hard to observe, which 
occurs more commonly in larger teams. Team members 
who possess high levels of conscientiousness and agree- 
ableness tend to compensate for social loafers so that 
team performance is not reduced,*' but this can increase 
dissatisfaction and increase group conflict. 

Social loafing decreases as team commitment 
increases because members’ individual interests are sub- 
ordinated to team unity. Social loafing can also be reduced 
when the individual contributions to the group product 
can be assessed, and this is more easily accomplished in 
smaller teams. Having valid member self-evaluation sys- 
tems is another way to combat free-riding behaviours. 

Group conformity is another process loss associated 
with poorly functioning teams. One of the critical pro- 
cess gains made by teams is their ability to access various 
perspectives and areas of expertise. Group decisions are 
better than individual decisions only when the thoughts 
and ideas of all group members are being considered. 
Groupthink, and polarization, as discussed in Chapter 7, 
can occur when team members feel compelled to con- 
form to the prevailing mindset of the group and fail to 
express contradictory opinions or dissenting information. 

Group conformity is taken to its extreme in instances 
of loss of individuality, which is a social process 

in which individual group 
social loafing When one or 
more group members exert less 


effort than they would if they 
were working alone. 


members lose self-awareness 
and its accompanying sense 
of accountability, inhibition, 
and responsibility for indi- 
vidual behaviour.” People 
may engage in morally rep- 


loss of individuality A 
social process in which individual 
group members lose self- 
awareness and its accompanying 
sense of accountability, inhibition, 
and responsibility for individual 
behaviour. 


rehensible acts and even vio- 
lent behaviour as members 
of a group or organization 
when their individuality is 
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lost. Loss of individuality was a contributing factor in 
one of the most shameful incidents in Canada’s recent 
military history—the torture of a Somali teenager by 
Canadian peacekeepers.* Loss of individuality is not 
always negative or destructive, however. The loosening 
of normal ego control mechanisms in the individual may 
lead to prosocial behaviour and heroic agts in dangerous 


situations”! 


: 


eams are not the answer to every organizational problem. In 

fact, research consistently reveals that teams do worse—not 
better—than the sum of individuals’ contributions. Groups can 
suffer from so many different process losses in coordination, col- 
laboration, and motivation that they are significantly more likely 
to underperform. There are many reasons teams don’t work, but 
the most common reasons include: 

e Lack of clarity about the team’s purpose: Clarity on the 
objectives is a must for the team to perform and yet it is often 
lacking. Unless the team knows exactly what is expected of it, 
they will struggle to coordinate their efforts 


e Lack of authority or leadership: Self-managed work teams get 
a lot of good press, but not every team is able to manage their 
own project without oversight. Leadership and authority are 
important for directing the team efforts, and maintaining 
order among team members. 


e Challenges of coordination: Everyone has a unique perceptual 
screen that influences their thoughts and actions. Expecting 
everyone to be in agreement just because they belong to the 
same team is unrealistic. 


e Lack of supportive context: Teamwork is about collaborative 
efforts. Achievement requires team members to subordinate 
personal preferences to team unity. Too often, teamwork 
becomes lost in fostering interactions or resolving 
interpersonal conflicts. 


¢ Collective effort vs. individualism: Collective effort can 
sometimes suffocate creativity and prevent people from 
voicing opinions and ideas when problems are being 
analyzed. 


SOURCE: S. Bhasin, “5 Reasons Why Teams Don't Work,” July 1, 2016, from https:// 
www.peoplematters.in/article/watercooler/5-reasons-why-teams-dont-work-13598, 
accessed April 11, 2018. 
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WHAT ABOUT YOU? 


How Cohesive Is Your Group? 


Think about a group of which you are a member. Answer each e The way people get along together. 
of the following questions in relation to this group by circling 
the number next to the alternative that best reflects your 
feelings. 


5—Better than most. 
3—About the same as most. 


1—Not as good as most. 


? 
1. Do you feel that you are really a part of your group? e ahewayipconlesndktcgener 


5—Really a part of the group. Poupeeeavehaniioct 


4— Included in most ways. 3—About the same as most. 


3—Included in some ways, but not in others. WaNotaseodas most 


2—Do not feel | really belong. * The way people help one another on the job. 
1—Do not work with any one group of people. 5—-Batter than most. 
2. If you had a chance to do the same activities in another 3 "Aeant tha caine aeimoct: 
group, for the same pay if it is a work group, how would 
you feel about moving? 


1—Not as good as most. 


Add up your circled responses. If you have a number of 20 or 
above, you view your group as highly cohesive. If you have a 
number between 10 and 19, you view your group's cohesion as 
3—Would make no difference to me. average. If you have a number of 7 or less, you view your group 


1—Would want very much to move. 


2—Would rather move than stay where | am. 


4—Would rather stay where | am than move. as very low in cohesion. 


5—Would want very much to stay where I am. SOURCE: From S. E. Seashore, Group Cohesiveness in the Industrial Work Group (University of Michigan, 1954). 
Reprinted by permission. 


. How does your group compare with other groups 
with which you are familiar on each of the following 


points? 
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MINI CASE 


here are few teams as cohesive and coordinated as Formula 

One (F1) race pit crews. F1 race cars make between one 
and four scheduled pit stops during each race, primarily for the 
purpose of changing tires, adjusting the front wing, cleaning 
the rear wing, cleaning the visor, and clearing radiators. 


Pit crews are typically made up of 20 mechanics: 


4 "Gun men, one at each corner, responsible for using 
the pneumatic wrench to unlock the lug nut from 
each tire, and then relock the lug nut on the new tire. 


8 Tire carriers, two at each corner of the car. One is 
responsible for removing the old tire, and the other is 
responsible for attaching the new tire. 


2 Stabilizers, at each side of the car, responsible for 
holding the car steady while it is lifted. 


2 “Jack men,’ positioned in front and rear, responsible 
for jacking the car off the ground. The front jack man 
is the most dangerous position in the pit crew as it 
requires standing directly in front of the vehicle as it 
enters the pit. The rear jack man is the only member 
of the pit crew not in position when the car arrives, 
and has to quickly move into position and coordinate 
with the front jack man to lift the car smoothly. 


1-2 Front wing men, responsible for minor repairs and 
adjustments. 


1 Fire extinguisher. 


1 Starter who stands ready to restart the car should the 
driver stall the engine. 


Consider all that a pit crew does: The driver must stop 
directly on the marks, or else all members of the pit crew 
have to adjust their position, which costs valuable time. 
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The rear jack man has to get in position to lift the car. The 
car is hoisted, the gun men have to position the pneu- 
matic wrench onto the lug nut correctly, and the tire 
carriers have to coordinate removal and replacement of 
heavy tires at awkward angles smoothly. Then the gun 
men have to re-secure the lug nut, and the jacks have to 
come away smoothly while the driver is putting car in gear 
so that the wheels start spinning the second they touch 
down. All of this happens in less than three seconds. Less 
than two seconds, on a good day. 


Pit crews practise for hours to perfect their technique, but 
speed is not the focus of their efforts. Rather, consistency 
and coordination are the key to fast pit stops. All four 
corners of the car have to act in concert—f all four tires 
don't come off at the same time, the car can start rocking 
and tilting, which makes it harder for the new tires to go 
on, and costs fractions of seconds. 


When a pit stop is perfect, you can hear it. There are only 
two noises: the sound of four wheel guns firing at the exact 
same time, twice—the first time to take the tires off, and 
the second to re-secure the new tires. 1.9 seconds apart. 


SOURCE: https://www.formulal.com/en/latest/features/2017/1/f1-quest-perfect-pit-stop.html 


Apply Your Understanding 


1. If pit crews only “work” together for three seconds, can 
they really be considered a team? 


2. Are task or maintenance functions more important for a 
typical pit crew? Explain. 


3. Pit crews are not traditional work teams. Based on the 
types of teams described in the text, how would you clas- 
sify a pit crew? 


RUNNING CASE 


PROVIDING THE NARRATIVE FOR CUSTOMERS 


One of Shopify’s goals is to ensure that their clients have the 


best tools available for vepsites so that merchants can 
present their goods and make sales as efficiently as pos- 
sible. Si op f\, hac identified w e form nce, which refers 


to NOW quicK y wen { > aownloadea and aisplayed 
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SHOPIFY 


To help reduce performance bottlenecks without losing 
the interactive abilities that merchants require to attract 
customers, the Shopify themes team created Narrative, a 
Shopify theme specifically designed for “storytelling”. Shopify 
brought together their design team and their web devel- 
opers to collaborate on creating a product that would allow 
merchants to tell the story of their product, but allow that 
story to load quickly, even on mobile browsers. Narrative’s 
lead designer acknowledged that while the point of Narra- 
tive was to allow merchants to tell their story in a visual way, 
performance, compatibility and web page load times could 
not be sacrificed 


To create Narrative, Shopify design and development teams 
established a performance budget and collected perfor- 
mance data to discover the bottlenecks that were impacting 
client pages. The Narrative team was able to decrease initial 
page render time by 50 percent and decrease total page 
weight by 85 percent, allowing merchants the freedom to 
display their products in a visually rich format without sacri- 
ficing loading time or sales. 


Apply Your Understanding 
1. Why would Shopify have used a team to design 
Narrative, rather than assigning the project to a 
single developer? Was this the right decision? 


2. What makes the Narrative people a team rather than 


iN 


d group? 
Briefly discuss the diversity that might have been 
required by the Narrative team. 


WwW 


4. What type of team was most likely used by Shopify to 
create Narrative? 
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LEARNING OUTCOMES 


After reading this chapter, you should be able to do the following: 


Describe the nature of conflicts in organizations. Describe conflict management techniques. 
Explain the sources of conflict in organizations. Explain the process of negotiation. 


Discuss different approaches to conflict Describe third-party conflict interventions. 


See the end of this chapter for a list of available Study Tools, 
a “What about You?” Quiz, Mini Case, and the Shopify Running Case 


Conflict is an emotionally taxing part ot 66 Increasing organizational competi- 


social interaction. In organizations, conflict a tion, globalization, organizational diver- 
is inevitable as people work together with Conflict is inevitable sitv, and the use of teams can magnify 


different goals and different perspectives but combat is optional. differences among people and highlight 


and personalities, and while conflict does not incompatibilities in personality, values, 
have to be destructive, it often is. When it —Max Lucado attitudes, perceptions, languages, cul- 
comes to managing organizational conflict, tures, and national backgrounds. Work- 
negotiation is often the best—but not the 99 place conflict can be more prevalent 
only—option. than conflict in a social setting, and more 


stressful, because individuals who work together do not have 
the option of simply ignoring differences of opinion and 


© TH F Ny ATU R F 0 f CO N FLICTS moving on to other topics; most projects depend on selecting 


one course of action, whether everyone approves or not. 


| Ny 0 R G AN \7 AT 0 NS Also, individuals who work together must interact on a con- 


sistent basis and cannot avoid one another the way social 


© Conflict occurs when incompatible goals. attitudes, contacts can, which can allow, and even encourage, small 


emotions, or behaviours lead to disagreement or oppo- frustrations to escalate into major disputes. Contfliet is also 
sition between two or more parties.' Conflict can arise more likely in an organizational setting because parties lave 
due to differences of opinion or misunderstandings different goals, agendas, and, : 

: ~— a re conflict When incompatible 
where emotional commitment remains low and tensions MOBMABGRS mcAt ' individu ; goals, attitudes, emotions, or 
are easily diffused. or conflict can escalate to physical attempting to further their behaviours lead to disagreement 
confrontation, where emotions run high, and results are own aims may be at odds with or opposition between two or = 
Bee nctive: others doing the same thing.- MOVIEAvess 
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dysfunctional conflict An 
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disagreement between two or 
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e Leads to new ideas e 


e Stimulates creativity e 
e Motivates change e 
e Promotes organizational vitality ° 
e Helps individuals and groups establish identities ° 


e Serves as a Safety valve to indicate problems e 
behaviours 


Functional versus Dysfunctional Conflict 


Though conflict is inevitable, it need not be destruc- 
tive. While some types of conflict are more produc- 
tive than others, and some are more easily resolved, 
it is not the source of conflict that Las oO 


ale ane trust; i nflict is handled that either | 
sm — aoe Table 10.1 


shows the consequences ea conflict can Re positive or 


negative. 

Functional conflict is conflict that improves 
performance (eventually), and is a constructive dis- 
agreement between two or more people. Functional 
conflict is a healthy way for people to express different 
opinions, and can produce new ideas, stimulate cre- 
ativity and innovation,® improve the quality of decision 
making, and encourage growth among individuals.’ 
Functional conflict can improve working relationships 
Because once the Partch have worked sucks their 


t with one anot g fo ate in — 
personal communication model, ‘reducing the likeli- 


hood of future conflicts.° Constructive conflict can 
even release tension, and by solving problems through 
teamwork, overall morale can be improved.® Func- 
tional conflict is a necessary and desirable component 
of having a diverse team; recall that passing through a 
stage of conflict (storming) is considered a necessary 
step of group formation (see Chapter 9), and teams 
that do not experience any conflict might be suf- 
fering from group think, or 
subordinate defensive com- 
munication (see Chapter 
8), where members are not 


mproves performance. 


althy, destructive voicing their opinions for 


fear of reprisal. It has been 


people. ihe 
said that in a business setting 
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Diverts energy from work 
Threatens psychological safety 
Wastes resources 

Creates a negative climate 
Breaks down group cohesion 


Can increase hostility and aggressive 


if two people agree on everything, 
one of them can be eliminated. 
Dysfunctional conflict 
is conflict that hinders per- 
formance, and is an unhealthy, 
destructive disagreement between 
two or more people. Dysfunc- 
tional conflict takes the focus 
away from the work to be done 
and places the focus on the 
conflict itself and the parties 
involved. Dysfunctional con- 
flicts can destroy team cohesion, 
and damage social relationships. Disagreements that 
involve personalized anger and resentment directed at 
specific individuals rather than specific ideas are dys- 
functional.’ When parties are involved in a dysfunc- 
tional conflict, they tend to entrench their position, 
which serves to escalate the intensity of the disagree- 
ment and compound their areas of incompatibility. 
As tensions escalate, dysfunctional conflict becomes 
about who is “right,” and “winning” becomes the goal, 
rather than finding a mutually satisfactory resolution. 
Dysfunctional conflict that is allowed to persist can 
lead to stress, reduced job satisfaction, and higher 
turnover.” 


Phases of Conflict 


Conflict is volatile and dynamic, but it typically moves 
in only one direction; what may begin as a minor func- 
tional conflict, which could have been easily resolved, 
can easily, and quickly, escalate into dysfunctional 
conflict from which no satisfactory resolution can be 
made. 

There are four distinct phases for every major 
conflict situation: (1) The prelude or latent conflict, 
where conflict hasn’t arisen yet, but the potential for 
conflict exists; (2) the trigger event, where the con- 
flict becomes apparent; (3) the conflict stage, where 
Opposing views are expressed and may become 
entrenched; and finally, (4) (ideally) resolution and 
dispute settlement.° The duration and intensity of 
each phase depend on the individuals involved in the 
conflict situation: Strong personalities conflicting over 
major differences in personal values will have a short 
phase 1, an explosive phase 2, a drawn-out phase 3, 
and may never reach phase 4. On the other hand, 
meek personalities in conflict over a misunderstanding 
will have a long phase 1, a relatively mild phase 2, a 
short phase 3, and move quickly on to phase 4. 
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PHASES OF CONFLICTS 


A new equilibrium is 
reached, ideally 
through resolution 
and dispute 
settlement 


Manifest 


Perceived 


The conflict stage, 
where opposing views 
are expressed and may 
become entrenched 


Aftermath 


A trigger event causes 
the conflict to become 
apparent 


Conflict has not 
arisen yet, but 
the potential exists 


SOURCES OF CONFLICT 
IN ORGANIZATIONS 


There are three sources of conflict in an organization”: 
(1) task conflict arises from differences in perspectives 
about work details and goals, (2) process conflict 
describes disagreements about how work will be accom- 
plished, and (3) relationship conflict arises due to 


the evaluation of others’ ideas, and is usually easily resolved 


through communication or brief manager intervention. 


Process Conflict 


Process conflict occurs when parties have differing ideas 
about how organizational goals are to be accomplished 
or through disagreements about resources or responsi- 


bilities. Common sources of process conflict include: 


difficulties in interpersonal interactions.'’ These sources m Task interdependence: when one person's (or 

are sometimes referred to as cognitive conflict, which group's) inputs depend on another person's (or 

groups task and process conflict together, and affective group's) outputs, delays may cause frustration and 

conflict, which refers to relationship conflict. conflict, especially if the final group bears the brunt 

Figure 10.2 summarizes the sources of conflict of any penalties for lateness. 

within each category. =m Common resources: any time a resource must be 
shared there is the potential for conflict. Common 

Task Conflict resources may include machinery, people, funding, 

Task conflict most commonly involves goal differences work space, materials, | eee: . 

between parties, and typically occurs between “equals” eM YT . ahd ee an 

within an organization, whose knowledge base and opin- # Responsibility: who is details and goals. 


ions are equally valid. (For instance task conflict does 
not typically occur between a manager and subordinate, 
because the manager is assumed to have the authority 
to set goals.) Task conflict can occur between two indi- 
viduals on the same team if the team’s purpose has not 
been clearly defined, or between two different groups 
in the organization who may have competing goals (e.g., 
sales vs. engineering). Task conflict is typically functional, 
and tends to positively impact team performance because 
it forces team members to reach common understanding 
and agreement of the issue at hand. Task conflict promotes 
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responsible for what 
portion of a project is 

a common source of 
frustration. Who has 

to do what work, who 
pays, who benefits, who 
receives credit, or blame, 
and who is responsible 
for maintenance are 

all areas where conflict 


OCCUTS. 


CHAPTER 10: 


process conflict Arises due 
to disagreements about how tasks 
will be accomplished. 


relationship conflict 
Arises due to challenges in 
interpersonal interactions. 


cognitive conflict Conflict 
that is task or process oriented. 


affective conflict Conflict 
that is emotional in origin. 
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Task/process factors 

¢ Specialization 

e Interdependence 
«Common resources 

« Goal differences 

» Authority relationships 

¢ Status inconsistencies 

* Jurisdictional ambiguities 


Process conflict can occur between 
individuals or teams at any level of the 
organization (even executive manage- 
ment teams may disagree about who 
owns what resources, or whose project 
should have priority). Process conflict can 
be functional or dysfunctional (or, more 
commonly, begins as functional but esca- 
lates into dysfunctional conflict). When 
functional, process conflict can serve to 
clarify participants’ roles in a project, 
solidify 


encourage critical assessment of poten- 


resource allocation, and can 
tial avenues for work efforts. Pro- 
cess conflicts, however, frequently 
deteriorate into power struggles and 
politicking behaviours, distracting 
parties from work issues, causing 


them to spend more time arguing. 


Relationship Conflict 


Relationship conflict involves per- 
sonal issues as opposed to work 
issues, and occurs when personalities 
clash. Relationship conflict can occur 
between individuals of teams at any 
level of the organization due to skills 
differences, personalities, values and 
ethics, communication barriers, and 
cultural differences. Relationship 
conflict is usually dystunctional, and 


commonly escalates into hostility 


TS -rOce ind Behaviour 


&& 


Where all think alike, 


; y Conflict ‘ 


no one thinks very 


much. 


—Walter Lippmann 


99 


ee 


Personal factors 

® Skills and abilities 

e Personalities 

¢ Perceptions 

* Values and ethics 

¢ Emotions 

® Communication barriers 
* Cultural differences 


among group members, which has nega- 
tive impacts on performance and feelings 
of trust and psychological safety 

In an organizational setting, task, pro- 
cess, and relationship conflicts are often 
tied together. Disagreements over task 
and process issues can lead to personal 
attacks that result in relationship conflicts 
Likewise, relationship conflicts lead to 
increased task and process disagreements 
when individuals allow personal feelings 


to inter rupt team productis ity 


Ensure that the conversation is productive. 
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Jon Feingersh/Blend Images/Getty Images 


elationship conflicts can be dysfunctional and damaging to 
friendships and work progress, but they are also sometimes 
unavoidable. When confronted by a relationship conflict, try to: 


1. Pause. Don't say the first thing that pops into your head, 
and don't fire off an angry e-mail. Take a minute (or 10) to 
step away from the conflict and think about your reac- 
tion. If you're angry, think about why you're feeling that 
way. Are you insulted? Embarrassed? Frustrated? Actively 
decide how to proceed. In most situations it is acceptable 
to say “Let's address this issue at another time.” 


2. Address the issue privately. Jt is tempting to vent your 


frustrations to a friend, or gain support by explaining your 
side, but personal conflicts should remain personal. If a 
conflict arises in a public forum, simply state that the issue 
will be addressed privately. 

When possible, in-person conversations are better at 
resolving conflict because body language can be inter- 
preted, and emotions can be more easily expressed. Some 


(> APPROACHES TO CONFLICT 


Conflict is unavoidable in organizational settings, Many 
conflicts cannot be fully resolved, and oftentimes, one 
party and potentially all parties involved will not be com- 
pletely satisfied with the outcome. Thus, when considering 
how to deal with conflict and minimize its negative conse- 
quences, it is better to approach the topic from a “manage- 
ment” perspective, rather than “resolution” perspective. 


Framing the Conflict 


The best conflict management strategy must first con- 
sider how the conflict appears to those engaged in it. A 
zero-sum situation describes any time a gain for one 
side is offset by a corresponding loss for the other side. 
Zero-sum situations are also known as win-lose situa- 
tions because whatever is won by one side is lost by the 
other side. In a zero-sum conflict, both parties will be 
heavily invested in winning, and will be less likely to con- 
sider or accept mutually beneficial solutions or compro- 
mises. Dividing up a fixed budget is a zero-sum situation; 


NEL 


people prefer to have difficult conversations via e-mail 
because they have the time to think about and edit their 


thoughts. 


4. Allow the conversation’. Don't just begin by re-telling your 
version of events. Acknowledge that there is a situation; 
describe all sides, as clearly and accurately as you can, not 
just your own, and give everyone involved the oppor- 
tunity to say what they need to say, without allowing 
the conflict to escalate. Use “I” statements to address 
emotions. Avoid being defensive, avoid interrupting, and 
avoid resorting to insults or personal criticisms. This can 


be very difficult. 


5. Use.active listening techniques. Be engaged in the conver- 


sation. Give feedback as you listen. Restate issues to clarify 


understanding. 


6. Ensure that the conversations productive. Recognize that 
for some conflicts, there is no resolution possible. If partici- 
pants cannot rationally discuss the issue, or aren't moving 
forward toward a resolution, enlist help. 


whatever one side gains comes at the expense of the other 
side. Zero-sum situations lead to competitive strategies of 
conflict management and often entail dishonest commu- 
nication, mistrust, and a rigid uncompromising position 
from both parties.'* Zero-sum situations cause individuals 
and groups to focus on assertiveness, which means 
they are focused on maximizing outcomes for themselves, 

Win-win situations, on the other hand, can be 
resolved with both sides improving their position. 
Win-win conflicts can allow both parties to arrive at a 
settlement that meets their needs and so both sides will 
be more willing to compromise. Deciding how to pro- 
ceed through production shortages can be an example 


of a win-win | situation. 
Win-win situations lead to 
cooperative strategies of 
conflict management and 
include honest communica- 
tion, trust, openness to risk 
and vulnerability, and the 
notion that the whole may 


be greater than the sum of 
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| zero-sum (win-lose) 
When gains on one side are offset 
by losses on the other side. 


assertiveness Focused on 
achieving personal outcomes. 


win-win When both sides can 
improve their position. 


7) 


CONFLICT MANAGEMENT STYLES 


Behaviours that are 
focused on others 


Assertive 
(confrontive) 


Behaviours that are 
focused on self 


Unassertive 
(avoidant) 


Uncooperative 
(unreasonable) 


Competing 


onting 


AMONG 
(withdrawing) 


: Cooperative 
(reasonable) 


Collaborating 
(mutual problem 


SOIVING) 


Accommodating 
(self sacrificing) 


SOURCE: G. X. Huttand R, A. Milligan, “Managing Conflict on the Farm.” Managing Farm Personnel, In-Service Workshop for Extension Agents and Specialists (Kansas City, 1990). Reprinted with permission 


the parts. Win-win situations can allow individuals and 
groups to focus on Cooperativeness, which means 
they can focus on (or at least consider) satisfying other's 


concerns. 


Conflict Management Styles 


The degree of assertiveness (the extent to which you 
want your goals met) and cooperativeness (the extent to 


which you want to see the other party’s concerns met)" 
act together to determine the conflict management style 


that is used in a given situation. People and teams may 
use different approaches to conflict depending on their 
personalities, the conflict issue itself, and their social 


relationship. 


Figure 10.3 graphs the five conflict management 
styles derived between degrees of assertiveness and 


cooperativeness. Table 10.2 


lists appropriate situations 


for using each conflict management style. 


cooperativeness Focus on 
satisfying others’ concerns. 


avoiding A deliberate 
decision to take no action ona 
conflict or to stay out of a conflict 
situation. 


accommodating 

(yielding) When one party 
gives in to the demands of the | 
other party. 
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AVOIDING Avoiding a con- 
flict both the 
assertiveness and the cooper- 
ativeness scales. Avoiding 
is a deliberate decision to 
take no action on a conflict 


is low on 


or to stay out of a conflict 
situation. For some relation- 
ship conflict-causing topics 
such as political or religious 


and Behaviour 


ideology, that have no bearing on work function, 
avoiding discussions of these topics indefinitely may be 
an appropriate strategy" as this avoidance prevents the 
conflict trigger from occurring (recall from earlier the 
phases of conflict). Once conflict has already been trig- 
gered, however, avoiding is seldom the best long-term 
conflict management style. When parties are already 
angry and need time to cool down, it may be wise to use 
avoidance in the very short term; however, avoidance 
can lead to increased frustration, which can escalate the 
conflict over time. Research shows. that» overuse of this 
style results in negative evaluation: others in the 


workplace." 


ACCOMMODATING Accommodating is a conflict man- 
agement style that is low on the assertiveness scale, but 
high on the cooperativeness scale. Accommodating, 
also known as yielding, occurs when one party capitulates 
to the demands of the other party. Accommodating is a 
win-lose approach that may be an appropriate conflict 
management style when one side has significantly less 
information than the other, when one side is wrong, when 
there is a significant power differential that cannot be cir- 
cumvented, when letting the other party have their way 
will grant similar treatment aa it later, or when the 
relationship is more importé an the outcome. Over- 


reliance on en. rm long-term consequences: 


Those who constantly defer to others may find that others _ 


lose respect for them and may become frustrated and 
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UES USES OF FIVE STYLES OF CONFLICT MANAGEMENT 


Conflict-handling Style 


Forcing (Competing) 


Collaborating 


Compromising 


Avoiding 


Accommodating (Yielding) 


Appropriate Situation 


1. When quick, decisive action is vital (e.g., emergencies). 


2. On important issues where unpopular actions need implementing (e.g., cost cut- 
ting, enforcing unpopular rules, discipline). 


3. On issues vital to company welfare when you know you are right. 

4. Against people who take advantage of noncompetitive behaviour. 

1. To find an integrative solution when both sets of concerns are too important to be 
compromised. 

2. When your objective is to learn. 

3. To merge insights from people with different perspectives. 

4. To gain commitment by incorporating concerns into a consensus. 

5. To work through feelings that have interfered with a relationship. 

1. When goals are important but not worth the effort or potential disruption of more 
assertive modes. 

2. When opponents with equal power are committed to mutually exclusive goals. 

3. To achieve temporary settlements to complex issues. 

4. To arrive at expedient solutions under time pressure. 

5. As a backup when collaboration or competition is unsuccessful. 


1. When an issue is trivial or more important issues are pressing. 

2. When you perceive no chance of satisfying your concerns. 

3, When potential disruption outweighs the benefits of resolution. 

4, To let people cool down and regain perspective. 

5. When gathering information supersedes immediate decision. 

6. When others can resolve the conflict more effectively. 

7, When issues seem tangential or symptomatic of other issues. 

1. When you find you are wrong—to allow a better position to be heard, to learn, and 
to show your reasonableness. 


2. When issues are more important to others than to yourself—to satisfy others and 
maintain cooperation. 


. To build social credits for later issues. 

. To minimize loss when you are outmatched and losing. 

. When harmony and stability are especially important. 

6. To allow employees to develop by learning from mistakes. 


wv SS Ww 


SOURCE: K. W. Thomas, “Toward Multi-Dimensional Values in Teaching: The Example of Conflict Behaviors,’ Academy of Management Review 2 (1977): 309-325. Reproduced by permission of the publisher via Copyright Clear- 


ance Center, inc. © Cengage Learning. 


se steem.? 


needs are never met, and thev become reluctant to admit when they are wrong and may 


find themselves surrounded by people who are afraid to 


disagree with them. Forcing also leads to increased rela- 


FORCING Forcing is a conflict style that is very asser- 
tive and uncooperative (i.e., high on the assertiveness 
scale, but low on the cooperativeness scale). Forcing (or 
competing) in a conflict situation occurs when someone 
intends to satisfy their own interests and is willing to do 
so at the other party’s expense. Forcing strategies occur 
in zero-sum situations where one side must lose. In an 
emergency, or in situations where you know you are right, 
it may be appropriate to use a forcing style, but relying 
on forcing strategies is dangerous: those who do so may 
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tionship conflicts and all its attendant problems.”” 


COMPROMISING The compromising style is interme- 
diate on both the assertive- 


ness and the cooperativeness forcing When someone intends 
scales. In a compromise to satisfy their own interests at the 
i ain other party's expense. 


(or negotiation) each party 
gives up something to reach | Compromising When each 
a solution to the conflict. | P@"ty gives up something toreach 


j a solution to the conflict. 
Compromises are often 
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] pe is one of the most popular social media platforms, and many people view its anonymous struc- 


rue ac a nutionn fer omen end Unresiiicied Convers1oce soul CONTeNTOUsS teiuwes. Mesearch Sow 


however, that Twitter is an echo chamber, where participants receive information selectively, and choose 
to associate with like-minded individuals. When Twitter users do choose communicate with people out 
side their bubble, they tend to focus on controversial topics, and use words that are more negative (kill 


and hate) than when they talk with those inside their bubble (when they use words like thank and great) 
Research shows that more than 70% of all tweets and replies between people with different ideologies 
were “disagreement” tweets, while about 8% of tweets between members of differing ideological groups 
were personal attacks. The echo chamber effect makes people more willing to attack or challenge people 
with conflicting views on Twitter, which serves only to escalate conflict, and reinforce the echo chamber. 


SOURCE: Z, Liu and |, Weber, “Is Twitter a Public Sphere for Online Conflicts? A Cross-Ideological and Cross-Hierarchical Look. Social informatics: 6th International Conference (2014): 11-13 


made between equals in the final hours 66 


of negotiations, when time is of the 
essence. Compromise may be an effec- 
tive backup style when efforts toward 
collaboration are not successful'*; how- 
ever, compromise means partially sur- 
rendering your position for the sake 
of coming to terms, thus compromises 
are not optimal solutions because both 
parties leave the conflict unsatisfied. 
When people know that they will com- 
promising, they often inflate their orig- 
inal demands in order to have more to 
“give” in order to receive comparable 
concessions, which undermines honest 
communication and can increase frus- 
trations when the first offer is seen 
as unreasonable. Solutions reached 


through compromise may be only 99 


temporary, and often compromises 
do nothing to improve relationships 
between the parties in the conflict. 


COLLABORATING Collaborating is a win-win style 
that is high on both the assertiveness and the cooperative- 
ness scales. Collaborating involves an open and thorough 
discussion of the conflict to arrive at a solution that is sat- 
isfactory to both parties. Finding collaborative solutions is 
time consuming and challenging, so while collaboration 
may be the best approach in theory, it cannot always be 
achieved in practice. Situations where collaboration may 
be effective include times when both parties need to be 
committed to a final solution or when a combination of 


different perspectives can be 


Whenever you're 
in conflict with 
someone, there is 
one factor that can 
make the difference 
between damaging 
your relationship and 
deepening it. That 
factor is attitude. 


—William James 


trusting behaviour and sharing information 
for the benefit of both parties. Long term, it 
leads to improved relationships and effective 
performance.” 

Research on the five styles of conflict 
management indicates that although most 
managers favour a certain style, they have 
the capacity to change styles as the situa- 
tion demands.” A study of project man- 
agers found that managers who used a 
combination of competing and avoiding 
styles were seen as ineffective by the engi- 
neers who worked on their project teams.” 
In another study of conflicts between 
R&D project managers and technical staff, 
competing and avoiding stvles resulted in 
more frequent conflict and lower perfor- 
mance, whereas ‘the’ collaborating style, 
resulted in less frequent conflict and better 
performance.” : 


(>) CONFLICT MANAGEMENT 
TECHNIQUES 


How individuals approach conflict is an important 
determinant in how they engage others, and what 
their pattern of conflict will be; however, some con- 
flicts can be managed with relatively straightfor- 
ward techniques to reduce or remove the conflict 
conditions. These techniques include appealing to 


superordinate goals, expanding resources, changing 
personnel, changing structure, improving communi- 
cation, and negotiating. 


collaborating Arriving at 


formed into a solution. Col- 
mutually beneficial outcomes. 


laborating requires open, 
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Superordinate Goals 


An organizational goal that is more important to both 
parties than their individual or group conflicts is a 


superordinate goal.” Superordinate goals cannot be 
achieved by one individual or group alone. The achieve- 
ment of these goals requires cooperation by both parties 
and reminding parties of a lar ger issue on which they 
both agree helps them realize their similarities rather 
than their differences, which can encourage cooperation, 


Expanding Resources 


This conflict resolution technique is so simple that it 
may be overlooked: If the conflict’s source is common 
or scarce resources, providing more resources may be a 
solution. Organizations with tight budgets may not have 
the luxury of obtaining additional resources, but the 


costs of additional resources must be weighed against 


the costs of conflict within the organization. 


Changing Personnel 


In some cases, long-running severe conflict may be traced 
to a specific individual. For example, managers with lower 
levels of emotional intelligence (EI) have been demon- 
strated to have more negative work attitudes, to exhibit 
less altruistic behaviour, and to produce more asks 
work outcomes. A alh 


cases, transferring or firing an individual may be the best 
solution (but only after due process, of course). 


Changing Structure 


Another way to resolve a conflict is to change the struc- 
ture of the organization to facilitate cooperation. One 
way of accomplishing this is to create an integrator 
role within the organization. An integrator acts as a go- 
between, or a liaison between groups with very different 
interests, helping to mediate interactions. and promoting 
coordination between groups that have difficulty com- 
municating.”> In severe conflicts, the integrator should 
be a neutral third party. Using cross-functional teams 
is another way of changing the organization's structure 
to manage conflict. Though cross-functional teams have 
their own conflict challenges, they can help overcome 
communication barriers and goal differences between 
functional departments within an organization. When 
putting together cross- -functional teams, organizations 
should emphasize superordinate goals and educate 
individual members in other functional areas so that 
everyone in the team can have a shared language.” 
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Improving Communication 


Another simple, yet often overlooked method to reduce 
conflict between individuals or groups is to improve the 
communication between them. Many instances of task 
and process conflict can be resolved, or even prevented 
by impapying communication belwecr gentile (beware 


—— are Taare communica- 
tion means giving people the chance to come together 
from a social perspective to find common ground and 
build trust, and while this can be accomplished using an 
integrator, it can also be accomplished by giving people 
the opportunity to interact in a stress-free environment 
without organizational edicts or deadlines. Improving 
communication also means improving organizational 


communication policies. It requires clarifying roles, 


permissions, and expectations for all organizational 


members to reduce uncertainty and reduce task and. 


proeess conflicts. Finally, improving communication 
means reducing unchecked gossip. While gossip and 
the grapevine have valid roles within the organization, 
they are often the source of relationship conflict. 


Negotiating 


Negotiating is such a key conflict management strategy 
that it has its own section, below (See Learning Objec- 
tive 10-5.) 


INEFFECTIVE CONFLICT 
MANAGEMENT TECHNIQUES 


Being involved in a conflict situation is emotionally and 
socially taxing. Whether a party to the actual conflict, or 
an independent observer, conflict is awkward and uncom- 
fortable. People often react poorly and ineffectively to 
conflict situations, allowing or encouraging the situation 
to escalate. As each player's “stake” in the argument is 
amplified, the chances of a peaceful resolution decrease, 
and the possibility that the relationship will be damaged 
before a resolution is found increases. Behaviours that 
can result in escalating conflict include avoidance, hostile 
verbal and nonverbal displays, retribution and retaliation, 
character assassination, and coalition building.” 
Avoidance is doing 
nothing in hopes that the 
conflict will disappear. Gen- 
erally, this is not a good 
because most 


superordinate goal A 


technique, group goals. 
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organizational goal that is more 
important to both parties ina 
conflict than their individual or 
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Cheryl Ann Quigley/Shutterstock.com 


Hostility escalates conflict by eliminating the possibility of rational 


discussion. 


conflicts do not go away, and the individuals involved 
in the conflict react with frustration. Avoiding an argu- 
ment while tempers are high is a good idea, but do not 
avoid the conflict situation altogether or it will continue 
to build. The opposite of avoiding a conflict is to react 
with hostility by being unnecessarily antagonistic or 
aggressive. Conflict situations often cause embarrass- 


ment or shame, which can result in anger and anger is 


often conveyed through verbal and nonverbal commu- 
nication displays. Hostility escalates conflict by elimi- 
nating the possibility of rational discussion. 
Retribution and retaliation occur when an indi- 
vidual feels justified in taking some course of action, 
because the other party did it too. Commonly known 


as “payback,” retribution commonly happens when 
one party criticizes the other and the other party 
responds in kind, but it can also happen if one party 
misses a deadline, and the other party delays his or 


hostility Reacting with 
antagonism and/or aggression. 


retribution Whenan 
individual feels justified in taking 
some course of action, because 
the other party did it too. 


character assassination 
An attempt to label or discredit an 
opponent. 


coalition building 
Attempting to shift the balance of 
power by convincing others of the 
merits of the position. 


her outcome as well, or if 
one party uses too much of a 
resource, so the other party 
consumes more than his or 
her fair share in retaliation. 
When parties retaliate, con- 
Hict escalates quickly and 
the ability and willingness 
to resolve the conflict will 
decrease commensurately. 
While it is tempting to 
return insults and attempt to 
level the playing field when 
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positive impacts on conflict. : 

Character assassination 
is an attempt to label or discredit 
an opponent to cause them to lose 
face in front of others. Character 
assassination is what moves task 
and process conflicts into rela- 
tionship conflicts through name 
calling and accusations (which are 
often reciprocated), and both par- 
ties can end up losing credibility 
and respect in the eyes of those 
who witness the conflict. Though 
it ean be challenging, keep the 


issue and not on the other person. 

Coalition building occurs 
when the individuals involved 
in the dispute attempt to convince others of the merits 
of their own position, while simultaneously criticizing 
their opponent's position. Coalitions attempt to shift the 
balance of power in a conflict and create an “us versus 
them” mentality. Coalitions polarize environments and 
can spark conflicts among individuals who have nothing 


to do with the original situation. 


IN ACTION — 


— — 


here are few instances where inviting uninvolved third 

parties into a conflict can bring about a resolution. This 
is especially true when the conflict is being voiced through 
Twitter. When U.S. Vice President Mike Pence was booed by 
audience members, and called out by the cast at a performance 
of the Broadway musical Hamilton, Donald Trump tweeted 
his “defence” of his VP, and demanded an apology. Some of 
Trump's followers also tweeted their displeasure over the slight, 
demanding apologies on behalf of Mike Pence, and vowing to 
boycott the show. The problem? They tagged Hamilton Theater 
Inc., a small theater run in Hamilton, Ontario, Canada, rather 


than Hamilton, the Broadway musical production. 
SOURCE: D. Shum, “Donald Trump supporters mistakenly tweet Hamilton, Ont. theatre 
in Mike Pence spat,’ Global News, https://globainews.ca/news/3078921/donald-trump 


-supporters-pick-on-wrong-hamilton-theatre-in-mike-pence-spat/, November 21, 
2016, accessed May 7, 2018. 
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we perceive injustices, fetri~ 


discussion focused on the conflict . 


_ interests and issues, where there is a rea- 


simonmcconico/F+/Getty Images 


©) Necoriation As a conFLict 


MANAGEMENT TECHNIQUE 


if sy . « thet hd . 
Negotiation is the fundamental form of conflict resolu- 


tion. In its most simple form, negotiation involves two 
parties working toward agreement from different starting 
O 


positions. Negotiation should be a joint process of finding a 
mutually acceptable solution to a conflict, and negotiation 
can be done in a cooperative environment, . 
known as integrative negotiation, or 
in a competitive way which is known as 
distributive negotiating.” 
Integrative negotiation (sometimes 
referred to as principled negotiation) is 
an appro: ich to negotiating focused on 


sonable expectation of arriving at a mutu- 
ally beneficial agreement. Integrative 
negotiation is about “creating value” and 
approaches conflict using a collaborative 
(win-win) style (see Learning Objective 
10-3), where the parties’ goals are not 
seen as mutually exclusive. For imtegra-: 
tive. negotiation. to be successful, the 
parties must have a common goal, faith in their problem- 
solving abilities, a belief in the validity of the other party's 
position, motivation to work together, mutual trust, and 


Integrative negotiation is charac- 


clear communication.*” 
terized by (1) separating the person from the problem, 
(2) focusing on interests rather than on positions, (3) 


The most difficult thing 
in any negotiation, 


almost, is making sure 


emotion and deal with 
the facts. 


—Howard Baker 


generating several different options before coming to an 
agreement, and (4) ensuring that the agreement is sup- 
ported by objective criteria.*! 

Distributive negotiating occurs when both parties 
approach the conflict from a competitive perspective, 
believing the outcome to be zero-sum (see Learning 
Objective 10-3). Distributive about 
“claiming value” and is adversarial, occurring when parties 


negotiating is 


are interdependent and goals are incompatible, resources 

are limited, or parties are focused on 
rather than finding common 
ground.” A negotiator who wants to maxi- 


W1nnINg 


mize the value of a single deal and is not 
worried about maintaining a good rela- 
tionship with the other party may elect to 
follow a distributive negotiation strategy. 


that you strip it of the 


Cultural Differences 

in Negotiation 

Cultural differences in negotiation must 
be considered before beginning any 
The 


dimension 


cross-cultural negotiation process. 
collectivism—individualism 
(discussed in Chapter 2) has a significant 
impact on negotiation styles. North Americans (and others 


from individualistic cultures) negotiate from a position of 


self-interest and are often significantly more assertive and 
less cooperative; while Japanese (and other collectivist 
cultures) focus on the good of the group, and tend toward 
less assertive and more cooperative bargaining styles.*° 


Gender stereo- 
types also affect the 
negotiating process. 


There appears to be no 
evidence that men are 
better negotiators than 


women or vice versa; 


different starting positions. 


A cooperative negotiation 


solution. 


negotiation Two parties 
working toward agreement from 


integrative negotiation 


approach focused on the issues 
seeking a mutually beneficial 


distributive negotiating 


A competitive negotiation 


approach where each party seeks 
to maximize its own outcome. 


Negotiation should be a joint process of finding a mutually acceptable solution. 
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BATNA Best Alternative to a 


however, women are frequently discriminated against in 
offers made during negotiations.’ Feminine personalities 
may be seen as accommodating, conciliatory, and emo- 
tional (which are considered negatives in negotiations) 
while masculine personalities may be seen as assertive, 
powerful, and convincing (which are considered positive 
in negotiations). 


Before Negotiating 


Negotiations do not ensure that all parties will achieve 
their best potential outcome from any given conflict. 
Every negotiator or participant in a negotiation should 
be aware of, and try to improve, their “BATNA,” which 
is the Best Alternative to a Negotiated Agreement, so 
as to avoid negotiating an outcome that is worse than 
he or she would have gotten some other way.” If a pro- 
posed negotiated agreement is better than the “best 
alternative,” participants know that they should accept 
the terms, solidify the agreement, and close the deal. 
If a proposed agreement is not as good as the BATNA, 
however, participants should either go back to the 
negotiating table, or leave the negotiation to pursue 
other options. 

The party with the best BATNA will have the stron- 
gest negotiating position, and will be less inclined to 
make concessions during negotiations so it is in all par- 
ties’ best interests to make their BATNA as strong as pos- 
sible prior to negotiations, and to publicize the strength 
of their BATNA. This strategy, however, often leads 
parties to believe that they have options outside nego- 
tiations that they do not really have. They overestimate 
their alternatives and believe that they would prevail 
should the conflict continue to escalate (for instance, to 
a strike or a lawsuit) and walk away from negotiations, 
receiving less that they would have had they remained 
in negotiation.” 


The Zone of Potential 
Agreement (ZOPA) 


Negotiated Agreement. 


ZOPA Zone of Potential 
Agreement between parties. 
Overlap between negotiation 
limits. 


negative bargaining 
zone When there is no overlap 
between negotiating parties’ 
minimum limits. No negotiation 
agreement is possible. 


mediator Helps conflicting 
parties negotiate a non-binding 
agreement. 
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In addition to knowing their 
BATNA, parties in a nego- 
tiation must decide, before 
negotiation start, what their 
limit is. In other words, what 
is the minimum that they will 
voluntarily accept, beyond 
which they will abandon the 
negotiation. As long as there 
is some overlap in what both 
parties will accept as a resolu- 
tion from a conflict situation, 
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ZONE OF POTENTIAL AGREEMENT (Z0PA) 


f 

—-_— = - ye 
| or Pa) 
Taine 


Preference 


Seller BATNA 


Preference 


! 
i 
I 
1 
| 
' 
' 
a 


however small, there is potential to form an agree- 
ment. This is known as the Zone of Potential Agree- 
ment (ZOPA) or the bargaining range. If there is no 
overlap between what both parties will accept, this is 
known as a negative bargaining zone, and there can 
be no negotiated agreement.” 


(> BEYOND NEGOTIATING 


In situations where the parties are unable to negotiate, or 


even communicate effectively, when conflict has become 
too heated and positions are entrenched, it is unlikely 
that the participants will be able to effectively resolve 
the issue without external assistance. Outside facilitators 
can help manage hostilities, build trust, open communi- 
cation, create and implement solutions, and gain com- 
mitment to the solutions from participants. Facilitators 
to conflict (known as intermediaries) do not attempt to 
prevent or eliminate conflict; instead, they attempt to 


Reprinted by permission of Sean Byrnes 


find positive resolutions to conflict situations by = 


establishing communication, ensuring t 
are respectful, reducing tensions. | 


common ground. Conflict Re can be arbitrators, . 


or mediators, and they can be distinguished by their level 
of control over the conflict process and their level of con- 
trol over the implementation of a resolution.** Table 10.3 
highlights the main differences between various ways to 
address conflict. 

A mediator helps the conflicting parties nego- 
tiate an agreement. The resolutions that arise through 
mediation are non-binding, which means that parties 
have the option to accept or reject them. Mediators help 
focus discussions on problem solving and negotiating an 
agreement to the dispute, and the goal of mediation is 
help conflicting parties to come to a resolution on their 
own. Mediation is effective at allowing parties to fully 
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TABLE 10.3 


By agreement/ 
contract 


Two or more parties com- 
municate with each other 
and make decisions 


By agreement/con- 
tract Court-ordered 


A neutral third party acts 
as Communicator and 
facilitator to help parties 
make their own decisions 
to resolve the dispute 


A neutral third party acts 
, aS decision-maker 


The parties determine the process 


A neutral third party leads the parties 
through stages in private, caucus, and 
together. 


1. Opening statements 

2. Defining the issues 

3. Developing understanding of issues 
4. Developing solution 


By e-mail, fax and conference calls, the arbi- 
trator leads the parties through stages: 


1. Parties structure proceedings and 


Contract is final and 
binding 


Written or oral agree- 
ment which morally or 
legally binds the parties 


The arbitrator's award is 
final and binding on the 
parties and enforceable 


schedule by the courts 


2. Submission of claims, preliminary 
matters, defence, answers, evidence, 
argument 


3. In-person hearing if requested 
4. Cross-examination 


5. Summation (unless parties agree to a less 
formal process) 


Either party may 
initiate 


Judge acts as decision- 
maker 


Judge takes the parties through stages: 
1. Opening statements 

2. Argument/evidence 

3. Examination in chief 

4, Cross-examination 

5. Summation 


A decision by the judge 
which is final and 
binding on the parties 
subject to the right of 
appeal 


By agreement/ 
contract 

By legislation 
Court-ordered 


SOURCE: ADR Institute of Ontario (ADRIO), http://www.adrontario.ca/services/ProfesstonalReferrals,cfm. 


IN ACTION catalogue their grievances, and allows both sides to fully 
AG 5 ne 
understand the other's position. 

An arbitrator is a trusted outsider to the conflict 
situation who agrees to act as a judge. The arbitrator 
examines all aspects of the conflict, and then makes a 
resolution determination that the parties have prom- 
ised to accept. Parties enter arbitration voluntarily 
and the resolutions that arise through arbitration are 
binding and tvpically cannot be appealed, which means 
that participants have no choice but to accept them. 
The outcomes of arbitration typically force one or both 
sides to do something that they probably wouldn’t have 


void these mistakes—otherwise you will negotiate inef- 
fectively! 
1. Viewing negotiation as a fixed pie. 


Over-valuing your assets. 
Going on a power trip. 
on their own. 

When _ negotiation, 
mediation, and arbitration 
fail, the final recourse for 
conflict is litigation. 


Pl. 
3. 
4. Not knowing what you really want. 
Se 


Binding yourself too tightly into a particular outcome. 

| arbitrator A trusted outsider 
to the conflict situation who 

| renders a binding decision. 


SOURCE: Program on Negotiation, Harvard School of Law (n.d.). Five Common Business 
Negotiation Mistakes, http://www.pon.harvard.edu/free-reports. 
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STUDY 
TOOLS 10 
IN THE BOOK YOU CAN ... 


C Rip out the Chapter Review card at the end of the book 
to review Key Concepts and Key Terms. 


C1 Take a“What about You?” Quiz related to material in the 
chapter. 


C1] Read additional cases in the Mini Case and Shopify Running 
Case sections. 


WHAT ABOUT YOU? 


ONLINE YOU CAN... 


C] Take a’What about You?” Quiz related to material in the 
chapter. 


NELSON.COM/STUDENT 


C1 Test your understanding with a quick Multiple-Choice Pre- 
Test quiz. 


(1 Read the eBook, which includes discussion points for 
questions posed in the Cases. 


C1] Watch Videos related to chapter content. 


LC] Use the available Flashcards and Matching Quizzes to test 
your understanding of key terms and concepts. 


(1 See how much you've learned by taking a Post-Test. 


What Is Your Conflict-handling Style? 


Instructions: 


For each of the 15 items, indicate how often you rely on that 


tactic by selecting the appropriate number. 
Rarely 1 2 3 4 5 Always 


1. l argue my case with my coworkers to show the merits of 
my position. 


. | negotiate with my coworkers so that a compromise can 
be reached. 


. | try to satisfy the expectations of my coworkers. 


. [try to investigate an issue with my coworkers to find a 
solution acceptable to us. 


» lam firm in pursuing my side of the issue. 


. ! attempt to avoid being “put on the spot” and try to keep 
my conflict with my coworkers to myself. 


Scoring Key: 


Collaborating Accommodating Competing 


Item Score Item Score Item Score 
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7. | hold on to my solution to a problem. 


8. | use “give and take” so that a compromise can 
be made. 


. lexchange accurate information with my coworkers to 
solve a problem together. 


. lLavoid open discussion of my differences with my 
coworkers. 


. |accommodate the wishes of my coworkers. 


. {try to bring all our concerns out in the open so that the 
issues can be resolved in the best possible way. 


. | propose a middle ground for breaking deadlocks. 
- | go along with the suggestions of my coworkers. 


. | try to keep my disagreements with my coworkers to 
myself in order to avoid hard feelings. 


Avoiding Compromising 
Item Score 
cee 
ok = 
(ssa 


Total = 


Item Score 
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Your primary conflict-ha ndling style is: SOURCE: Reprinted with permission of Academy of Management, PO Box 3020, Briarcliff Manor, N.Y. 
10510-8020. A Measure of Styles of Handling Interpersonal Conflict (Adaptation), M. A. Rahim, Academy 


of Management Journal, June 1983. Reproduced by permission of the publisher via Copyright Clearance 
Center, Inc. 


(The category with the highest total.) 


Your backup conflict-handling style is: 


(The category with the second highest total.) 


MINI CASE 


>. 1953, the Kinder Morgan Trans Mountain Pipeline has 
transported crude and refined oil from Alberta to the west 
coast of British Columbia, which gets approximately 90 percent 
of its gasoline from that pipeline. In 2013, Kinder Morgan 
applied to build a second, larger pipeline, running parallel to 
the first, at an estimated cost of $7.4 billion. Alberta sees the 
pipeline as critical to its economic future, but in early 2016, 
British Columbia's NDP government said that it did not support 
the pipeline, partly due to environmental risks associated 

with oil spills. In tate 2016, the federal government approved 
the Kinder Morgan expansion project, and assured Canadians 
that the approval was “subject to 157 binding conditions that 
will address potential Indigenous, socioeconomic and envi- 
ronmental impacts, including project engineering, safety and 
emergency preparedness.” 


In January 2018, British Columbia announced that oil imports 
from Alberta should be restricted until a study could be 
completed on the environmental impact of a potential spill. 
Alberta's premier (a member of the NDP) called the announce- 
ment a“stall tactic” and retaliated by blocking imports of wine 
from British Columbia. These sanctions were lifted two weeks 
later. Both governments have appealed to the federal govern- 
ment for assistance, and both governments have filed lawsuits 
in federal court. The federal government has referred the prov- 
inces to dispute mediation while those lawsuits progress. 


li 


In April 2018, Kinder Morgan suspended “non-essential” pipe- 
line activities because British Columbia’s continued opposition 
was putting shareholder resources at risk. Alberta responded 
by proposing to restrict the amount of crude oil, natural gas, 
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and refined fuel being sent to British Columbia, essentially 
cutting off that province's gas supply, and Mayor of Calgary 
Naheed Nenshi criticized the British Columbia premier, saying, 
“It's very clear that Mr. Horgan, who | think is one of the worst 
politicians that we have seen in Canada in decades, appeals to 
populism in a way that is not based on fact.’ What started as a 
legitimate conflict between competing interests has become a 
bitter dispute between Alberta and British Columbia, between 
Canada’s NDP leaders, and between provincial and federal 
governments. 


In late May 2018, the federal government bought the Trans 
Mountain pipeline from Kinder Morgan for $4.5 billion. The 
government has stated that it does not plan to be a long-term 
owner of the pipeline, and is in negotiations with investors, 
including Indigenous communities, pension funds, and the 
Alberta government to sell the pipeline once it has been 
completed. 


SOURCE: “The Kinder Morgan Pipeline Debate, Explained,’ Maclean’s, accessed from http://www.macleans 
.a/politics/the-kinder-morgan-pipeline-debate-explained, October 5, 2018; “Ottawa Buying Kinder Mor- 
gan’s Trans Mountain Pipeline, Terminal for $4.5 Billion,’ Maclean's, May 28, 2018, accessed from https://www 
smacleans.ca/politics/ottawa/kinder-morgan-pipeline-bill-morneau-to-announce-if-ottawa-is-buying 
-trans-mountain-live-video, October 5, 2018. 


Apply Your Understanding 


1. Describe the organizational sources of conflict described 
in this case. 


2. Is this conflict zero-sum? Can it be framed as a win-win? 


3. Describe several ineffective conflict management tech- 
niques that have been used in this instance. 
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SHOPIFY (BRUNININCROAN)= 


only were offensive but also were helping Breitbart to fund 

= * — ~ its expansion efforts. Protesters also claimed that Breitbart's 
—_ products violated Shopify’s terms of service, which allows 

‘ Shopify to remove content it deems “offensive, threatening, 

Gy shopify libelous, defamatory, pornographic, obscene, or otherwise 


bere objectionable 


ironman wOrKIWide 
pt om 


More than 204,000 people signed a petition urging Shopify 
to remove Breitbart as a client. Almost 16,000 of those signa- 
tures were other Shopify merchants who threatened to take 
their business elsewhere. Shopify employees also wanted 


Stock Phota 


5 


T 


Shopify to er 
Internal em 


M405 Photos/Alamy 


wrote a letter to tt 
stance on the issue. | 
town hall meeting with 
When the issue wasnt 


#DELETESHOPIFY employees quit. 


In 2017, Shopify was targeted by activists who objected Tobias LUtke explained 
to one of Shopify’s merchants; the ultra-right wing “news” Shopify was not in the b 
outlet Breitbart, which has been described as a platform for and that it would continue | 
incendiary alt-right views that are openly opposed to many on the site. Protesters angril 
aspects of equality, including feminism, multiculturalism, helping to fund hate spee 
gender nonconformity, and homosexuality. tweets, and messages 


sands of Facebook me: 
on the organization's F 
to reconsider, bu 

8, Breitbart is st 


Protesters directly targeted hundreds of businesses who 
advertised through Breitbart media, and almost 1,000 
organizations publicly pledged to stop their advertising 
campaigns and sever ties with the news outlet. Then the 
protesters turned their attentions to third-party agencies. 
Though Shopify doesn't even sell directly to consumers, the Apply Your Understanding 
company provides back-end support (by connecting ver 
dors to their suppliers) for 400,000 online stores, including 
Breitbart. The #DeleteShopify campaign was an attempt to 


curtail Breitbart by eliminating its other revenue streams 2. Describe how t 
the phases of co 


1. Describe the various typ 


this scenario 


namely merchandise sales, which were being hosted by 
Shopify. Protesters urged people to #DeleteShopify, arguing What style of con 
that the products being sold through the Shopify store not the issue 


Power and Politica 


Behaviour 


LEARNING OUTCOMES 

After reading this chapter, you should be able to do the following: 
Describe the concept of power 

Identify sources and bases of power in organizations 


Describe how people increase their power and abuse their 
power. 


See the end of this chapter for a list of available Study Tools, 


Explain how to ensure that power is used ethically. 
Describe political behaviour and influence tactics. 


Identify ways to manage political behaviour in 
organizations. 


“What about You?” Quiz, Mini Case, and the Shopify Running Case. 
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Power describes how things get done in organizations. 
From setting goals to allocating resources, and from 
creating teams to awarding credit, virtually all decisions 
made within the organizations are affected by people 
asserting their influence. All organizations have varying 
degrees of political behaviour. Those who have more 
power get more resources and get better results, so it 
is important to understand how some people acquire 


power and use it effectively, while others do not. 


® WHAT IS POWER 


Power is having the ability to direct or 
influence the behaviour of other people, 
or the course of events. Power doesn’t 
have to be exercised in order to exist; it 
is simply the ability (or potential) to act 
or produce an effect that constitutes 
power. Power is an important resource for 
anyone working in an organizational set- 
ting, because power often corresponds to 
control: control of people, control of proj- 
ects, and control of resources. More pow- 
erful people are better able to satisfy their 
wants and needs, while individuals who 


With great power 
there must also come ... 
great responsibility! 


—Stan Lee 


have little power are more dependent on other people to 
achieve their goals.' Power has two component parts: the 
first is dependence, and the second is context. 
Dependence describes the degree that someone 
must rely on someone else to achieve their goals. To the 
extent that person A depends on person B, person B has 
power over person A.’ Dependence may be real or per- 
ceived, but it is only the perception of dependence that 
influences power. If an individual can convince others 
that they control access to a given resource, whether 


power The ability to direct or 
influence the behaviour of other 
people or the course of events. 


dependence The degree to 
which someone relies on another 
to achieve their goals. 


context The circumstances 
that form the setting for an event 
or an idea. 


influence The process of 
directing behaviour, or affecting 
the outcome of an event. 


authority Having the right to 
influence another person. 


it is true or not, they have 
established their power over 
others in that regard. Like- 
wise, if individual A refuses 
to acknowledge that person B 
has control over an asset, 
and sets about achieving 
their goals some other way, 
then person B has no power 
over person A. 

The second component 
of power is that it exists 
only in context of the cir- 
cumstances that form the 
relationship or the event 
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in which power is being exercised. This is to say that 
power does not reside in people, but in relationships 
between people and situations. When the situation 
changes, the power dynamic changes as well. This con- 
textual component sets power apart from dominance, 
which is the tendency for a person to be assertive and 
forceful in all situations (though dominance can be a 
predictor of power).’ 

Influence is the process of directing the behaviour 
of another person, or affecting the outcome of an event. 
Influence is the action of exerting power, and authority 
is having the right to influence another person.’ It is 
important to understand the subtle differences among 
these terms. Managers may have authority 
over people, but no power: they may have 
the right, by virtue of their position, to 
tell someone what to do, but they may not 
have the skill or ability to influence other 
people to achieve the desired behaviour. 

When someone exerts power over 
another, the person being directed can 
comply, commit, or resist. Compli- 
ance describes an obedient response 
in accordance with the request where 
behaviours and expressed attitudes 
conform, but underlying thoughts do 
not change. Compliance implies that behaviours may 
persist only while they are being monitored. Commit- 
ment describes genuine agreement, and an internal- 
ized acceptance of the request, such that it becomes 
the new standard of behaviour. Commitment behav- 
iours will persist even without monitoring. Finally, 
resistance describes the situation where the person is 
opposed to the request and actively tries to deny it by 
refusing or avoiding it. 


(©) souRcES AND BASES OF 
POWER IN ORGANIZATIONS 


There are two sources of power in organizational set- 


tings; power can either come from the organization or 
from the individual. Positional sources of power are 
those that are derived from the power holder’s formal 
role within the organization, while personal sources of 
power reside within the person and are not awarded by 
the organization. Within these two sources of power are 
six power bases, which describe the way that power is 
exercised: legitimate, reward, coercive, informational, 
referent, and expert. 
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Positional Bases of Power 


There are four positional bases of power that can be 
given to an individual by an organization. They are legiti- 
mate, reward, coercive, and informational power. 

Legitimate power is typically based on hier- 
archical position and mutual agreement. Organiza- 
tional members have agreed that people in certain 
roles have the authority to request certain behaviours 
from others. The most common example of legiti- 
mate power is a manager who has the authority to 
tell employees what work is to be done. Legitimate 
power gives the power holder the authority to request 
behaviours within a certain range, and employees rec- 
ognize that the manager has been given that power as 
a function of his or her position within the hierarchy 
of the organization. Managers Cannot ask employees 
to perform behaviours that are outside of the agreed- 
upon range (for instance, working in unsafe condi- 
tions) because employees also have legitimate power 
granted to them by rights legislation and the law. 
Legitimate power typically results in compliance or 
commitment to requests that are within the accept- 
able range, and refusal for requests outside of that 
range. Though it is the most common base of power 
used in organizations, legitimate power has not been 
linked to organizational effectiveness or to employee 
satisfaction.* 

Reward power is power based on the power 
holder’s ability to control and allocate rewards that are 
desired. These rewards can be financial or nonfinancial. 
Managers control rewards like salary increases, bonuses, 
recognition, preferred shifts, and promotions. Reward 
power can be used to motivate better performance, but 
only as long as the employee sees a clear link between 
performance and rewards. Reward power typically 
results in compliance behaviours where once the reward 
is achieved, or is no longer being offered, the desired 
behaviour stops. 

Coercive power is based on the fear of nega- 
tive consequences associated with disobeying or not 
complying. Coercive power comes from power hold- 
er’s ability to punish or cause the target to have an 
unpleasant experience, and it forces people to act in a 
way that they wouldn't without duress. Managers bla- 
tantly use coercive power when they threaten to dis- 
miss or demote employees, or assign them tasks that 
are embarrassing, but they can also use coercive power 
more subtly by criticizing work efforts, or excluding 
others from the social group. Individuals at any level 
can use coercion, for instance, by threatening to reveal 
secrets about another unless they get what they want. 
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IN ACTION 


| n 2014, Cambridge Analytica, a British consulting firm, began 
collecting personally identifiable information through an 
in-app personality survey available on Facebook that several 
hundred thousand users agreed to complete. The company 
collected psychographic data from people who agreed to take 
the survey, as well as all of the people in their social network. 
In total, personal information was collected on an estimated 
87 million Facebook users. In March 2018, a company whistle 
blower unearthed the depths of information collected, and 
explained that the data was allegedly used to predict and 
influence voter opinions on behalf of those who hired them, 
including American and British politicians. 


SOURCE: E. Graham-Harrison, and C. Cadwalladr, “Revealed: 50 Million Facebook 
Profiles Harvested for Cambridge Analytica in Major Data Breach,’ The Guardian, March 
17, 2018. https://www.theguardian.com/news/2018/mar/17/cambridge-analytica 
-facebook-influence-us-election, accessed May 1, 2018. 


Coercive power results in only compliance behaviours, 
because once the threat of punishment is removed, the 
desired behaviour stops.’ 

Informational power is the ability to collect, 
control, and disseminate information that other people 
ueed or want. In the age of information technology, the 
ability to collect and distribute information can award a 
great deal of power and influence (consider the power 
wielded globally by Cam- 
bridge Analytica).? Unlike 
all other sources of power, 
informational power is tran- 
sitory and short term; once 
the information is shared, 
the power is gone, but in 
the short run, information is 


legitimate power Power 
based on position and mutual 
agreement. 


reward power Power based 
on the ability to control and 
allocate rewards that a target 
wants. 


coercive power Power 
based on the ability to punish or 
cause an unpleasant experience 
for a target. 


powe Me 


Personal Bases 
of Power 


Referent power is an elu- 
sive power that is based on 
interpersonal attraction. 
Someone is said to have 


referent power over others 


informational power The 
ability to collect and disseminate 
useful information. 


referent power An 
elusive power that is based on 
interpersonal attraction. 
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expert power The power 
that exists when one has 


speci 


stra 


contingencies Activities that 
other groups depend on in order 
to complete their tasks. 
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Referent 


when the target identifies with the power holder in some 
way. There is no status component to referent power and 
people who do not have status within an organization may 
still have the capacity to influence others. Charismatic 
individuals have high levels of referent power. Referent 
power often leads to commitment behaviours as others 
attempt to secure favour with the power holder, but can 
also lead to compliance. 

Expert power is 

power that 
when one has specialized 


the exists 


alized knowledge or skills, 


tegic abilities, or 
skills that are in demand. 


Expertise 


knowledge, 


can be demon- 
strated by credentials or 
PART 3: 
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i 3 


through reputation, and 
the greater the exper- 
tise, the greater the 
power. Expert power has 
been called the power 
of the future,® and it 
essential skills, 

and 


passed on 


- Results of | influence 


is how 
abilities, 
edge 
within the organization 


knowl- 


are 


as employees commit to 
what they 
learn from 


observe and 
those they 
perceive as experts. Of 
the six bases of power, 
it has the strongest cor- 
relation to performance 
See 
Figure 11.1 for a graph- 


and satisfaction. 


ical representation of 
the interaction between 
bases of power and 
results of influence. 


and teams 


Coercive 


Groups 
within an organization 
and 


thus influence. from the 


can derive power, 


same power bases as 
One of the 
common sources of inter- 


individuals. 


group power is control of 
10 When 
one group controls an 
important resource that 


critical resources. 


Expert 
another group requires 
or desires, such as money, 

the first group holds power, and can influence the 
actions of the less powerful group. Groups seen as 
powerful tend to be given more resources from top 
management, making them more powerful.'' Groups 
have power to the extent that they control strategic 
contingencies,” which are the activities that other 
groups depend on in order to complete their tasks." 
The greater the degree of dependence, the greater 
the power. 

Research suggests that there is no best base of power 
to use in all situations and that the most appropriate and 
effective power base depends on specific circumstances. 
The effectiveness of the six bases of power poses some- 
thing of a challenge to those who wish to use power 
in organizational settings: The least effective power 
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bases—legitimate, reward, and coercive 
(the ones that are simply inherited by the 
manager when they accept the supervisory 
position )—are the power bases most likely 
to be used by managers.!' The most effec- 
tive power bases 


referent and expert— 
must be developed and_ strengthened 
through education, training, and inter- 
personal relationship skills. An important 
consideration in any power relationship is 
the context in which that power is used. 
Because power often implies dependent 
relationships, the abuse of power is a con- 
cern for any organization. 


©) USING AND ABUSING POWER 


IN ORGANIZATIONS 


The key to successful 
leadership today 


is influence, not 


—Ken Blanchard 


Influence Maps 


While organizational charts can show who has authority, 
they do not reveal much about who has power within 
the ranks, so it can be worthwhile for an organization to 


create an influence map to help visualize the distribu- 


tion of power within its membership.” Influence maps 


INFLUENCE MAP 


help to clarify relationships 
between individuals and 
groups, and can_ identify 
strengths and_ highlight 
internal weaknesses within 
the official hierarchy. In 
one study, 3,000 managers 
were surveyed to see if 
there was a fit between 
their hierarchical level and 
their power. The study 
revealed that many man- 
agers were quite powerless 
and that their departments 
were suffering a power 
vacuum.!® On an_ influ- 
ence map, individuals and 
groups are listed on a page 
and their overall level of 
power is represented by 
the size of their location 
on the map. Relationships 
between parties are repre- 
sented by arrows running 
between them, and the 
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amount of influence is represented by the 
heaviness of the lines between them. See 
Figure 11.2 for an example of an influence 
map. 


Increasing Power 


authority. Recall from above that power depends 


on two factors: dependence and context. 
Increasing the level of dependence and 
setting or changing context can increase 
or decrease the amount of power that 
someone might have in a given situation. 
There are several factors that can affect dependence and 
situational context to give a person (or a group) more 
leverage.’ The first is substitutability. If someone (or 
some group) controls a resource that has no close substi- 
tutes or alternatives, then he or she has a greater degree 
of power over everyone who wants that resource. (Who- 
ever holds the password to the wifi holds the power.) 
The desired resource could be physical goods, intangible 
services, or intellectual expertise. Conversely, if there 
are many alternatives to that resource, or many other 
sources of the same resource, then there is very little 
power in controlling some small portion of it. 
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The second factor that can influ- 
ence the level of power an individual 
(or a group) possesses is his or her cen- 
trality. Centrality can refer to both the 
number of dependants, and the degree 
of dependence an individual has. In other 
words, how many people depend on that 
someone, and to what degree are they 
dependent? Someone who oversees 100 
other people who require input or assis- 
tance for their day-to-day tasks has a high 
degree of centrality, and is likely impor- 
tant to achieving organizational objec- 
tives. This person will have a greater level of power due 
to their number of dependants. Similarly, an individual 
responsible for making final decisions on important 
issues has a great deal of centrality due to the high level 
of dependence that others have on them, and this high 
level of dependence correlates to high levels of power. 
Conversely, if an employee was absent from work for one 
or two days, and no one was adversely affected, he or she 
would be said to have a low degree of centrality, and thus 
very little power. 

Visibility is another factor that can enhance the 
potential for influence that an individual might exercise. 
Visibility refers to how familiar one is, and how well 
known he or she is within the given context. In many 
organizations, there is a “go-to” person for common 
tasks, and that person, due to his or her visibility and 
familiarity, has increased power in certain situations. 
Visibility can refer to the person himself, or to her skills 
and qualifications. No matter one’s qualifications, if they 
are unknown by the rest of the organization, one cannot 
draw any power from them. This is especially true for 
exercising personal sources of power (expert and ref- 
erent). Specialists often hang degrees and certifications 
on their walls and stock bookshelves with intimidating 
texts, while others may display photos or newspaper 
articles in prominent locations to remind others of what, 
and/or whom they know, thus enhancing their power 
through increased visibility. 

Cultivating relationships is a way that people can 
expand their sphere of influence by developing per- 
sonal relationships with their superiors and peers, and 
then drawing organizational power from those personal 
relationships. Cultivating relationships allows people to 
borrow or trade on the power that resides in others, and 
may result in personal favours or undeserved resources 
that are awarded due to the relationship, and not due to 
merit. Cultivating relationships is best summarized by the 
expression “It’s not what you know, but who you know.” 
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Power is always 
dangerous. Power 
attracts the worst and 
corrupts the best. 
—Edward Abbey 


Coalitions 
increasing power by joining together with 
others in an alliance in order to achieve a 
goal. Coalitions allow people to pool their 
power, allowing members to increase 
their centrality and their visibility. Trade 
unions are an example of coalitions giving 
people, who would otherwise have little 
influence, a great deal of power. 
individual's 


are another way of 


Finally, an level of 
authority is a key component of how much 
influence he or she is a able to bring to 
bear on a given situation. Authority in this 

context refers to the level of discretion that an individual 

has to make and enforce his or her decisions. If an indi- 
vidual is able to make the final decision, and have it be 
binding, then he or she has a greater degree of power than 
someone who must ask permission before making a deci- 


sion, or whose decision may be overturned. 


ABUSING POWER IN ORGANIZATIONS Harassment 
in organizational settings is usually an attempt by one 
person to exert power over another person. The Cana- 
dian Human Rights Commission describes harassment 
as a form of discrimination, and a behaviour that per- 
sists over time, and “involves any unwanted physical or 
verbal behaviour that offends or humiliates.”!* Harass- 
ment occurs when someone makes unwelcome remarks 
or jokes, or threatens or intimidates because of race, 
religion, sex (including gender identity and gender 
expression), age, disability, or any other grounds of dis- 
crimination, or intentionally makes unwelcome physical 


contact with you including touching, patting, or pinching. 


Harassment is an attempt by one person to exert 
power over another. 
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George Rudy/Shutterstock.com 


. prevents work from getting done; or some combination 


FY student of organizational behaviour should know 
about the Milgram experiments and the Stanford Prison 
Study. Though the experiments were conducted in the 1960s 
and 70s, and have been widely criticized, they have significant 
implications for how people respond to, and abuse, power and 
both continue to be analyzed almost 60 years later. 


The Milgram Experiments 


The Milgram experiments investigated how obedient individuals 
could be to authority figures. Participants in the experiment were 
ordered to apply increasingly powerful electric shocks to “learners” 
when the learner made an error. (The “learner” was actually one 
of the researchers pretending to be a volunteer, and the electrical 
shocks were not real, but participants did not know this.) When 
participants resisted increasing the power of the shock, they were 
told, “Please continue; the experiment requires you to continue; it 
is absolutely essential you continue; you have no other choice but 
to continue” Two-thirds of the participants continued to administer 
increasingly powerful “shocks,” up to the highest possible level of 
450 volts, which, had they been real, would have been fatal. 


The Stanford Prison Study 


The Stanford Prison Experiment investigated the effects of 
perceived power by selecting 24 healthy, psychologically stable 
college-aged men and randomly assigning them to one of 
two roles: prisoner or guard. The simulation was supposed to 
last two weeks, but was stopped after only six days because 
the behaviour of the participants acting in the role of guards 
had grown abusive and psychologically damaging. The “pris- 
oners” were forced to use plastic buckets as toilets, and sleep 
on a concrete floor with no mattress. Some were forced to go 
without clothing, and one prisoner was even locked in “solitary 
confinement”—a dark closet. Even though the “prisoners” knew 
that they could leave the experiment at any time, none chose to 
do so and most of the guards were upset when the experiment 
was halted. More than 50 people were observing the experi- 
ment, but only one questioned its morality. 


SOURCE: M. Konnikova, “The Real Lesson of the Stanford Prison Experiment,’ The New 
Yorker, June 12, 2015, accessed from https://www.newyorker.com/science/maria 
-konnikova/the-real-lesson-of-the-stanford-prison-experiment, April 23, 2018. 


Bullying 


Workplace bullying, much like schoolyard bullying, is 
the persistent mistreatment of a person and can take 
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the form of verbal abuse; conduct or behaviours that are 
threatening, intimidating, or embarrassing; sabotage that 


of the three.!9 Expressing differences of opinion, offering 
feedback or guidance about work-related behaviour, and 
reasonable disciplinary action do not constitute bullying. 
Bullying is a form of coercive power designed to push 
the one being bullied into a powerless and defenceless 
position, and bullying behaviour can contribute to cre- 
ating toxic workplaces.” 

According to a survey conducted by Public Service 
Alliance of Canada, 45 percent of respondents have 
experienced bullying at their workplace. One-third 
of respondents said that being bullied caused them 
health problems, and more than a quarter of them 
claimed that the only way to stop the bullying was to 
quit their job.*! Other research finds that the majority 
of bullies (70 percent) are men, while the majority of 
targets (60 percent) are women and minorities. Sixty 
percent of bullying is done by those in a manage- 
rial or supervisory role.” The top 10 bullying tactics 
in the workplace have been identified as: (1) blame 
for errors, (2) unreasonable job demands, (3) criti- 
cism of ability, (4) inconsistent compliance with rules, 
(5) threatening job loss, (6) insults and put-downs, 
(7) discounting or denial of successes, (8) exclusion, 
(9) yelling and screaming, and (10) stealing credit.” 
See Table 11.1 for steps to take if you feel that you are 
being bullied in an organizational setting. 


Make it clear to the perpetrator that a line has been crossed. 
Many times, harassment begins subtly, maybe even jokingly, 
but then crosses the line. As soon as you feel that the line has 
been crossed, say something, and say something every time the 
behaviour reoccurs. 


If the unwanted behaviour continues, tell a person in authority 
about the situation. (Either a manager or a supervisor, or a union 
representative or member of the employee association.) Tell the 
authority figure every time the behaviour reoccurs. 


Document all alleged incidents, including when and where 
they occurred, the nature of the behaviour, the names of any 
witnesses, and any other relevant information. Document every 
time the behaviour reoccurs. 


If the behaviour persists, or corrective action is not taken, a 
complaint may be made with the appropriate Human Rights 
Commission. Typically, a complaint must be made within one 
year of the alleged incident. 


SOURCE: Alberta Human Rights Commission, October 2017, from https://www.albertahumanrights.ab.ca/ 
publications/bulletins_sheets_booklets/sheets/hr_and_employment/Pages/sexual_harassment.aspx, 


accessed April 25, 2018. 
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“—~ #MeToo: 195 Countries, 
Cy 6.5 Million Tweets 

he “Me Too” movement was 
f | [ | Te long before it became 
a hashtag, but in the wake of sev- 
eral prominent sexual harassment and assault scandals in the 
entertainment industry, the #MeToo social media movement 
was conceptualized to illustrate how many women have faced 
sexual harassment and sexual assault. Celebrities quickly pro- 
moted the hashtag, many tweeting their stories, and encour- 
aging others to do the same. Google Trends show that #MeToo 
has been searched from 195 countries across the world. More 


than 12 million Facebook users have added the hashtag to a 
post, and more than 6.5 million tweets have been shared. 


SOURCE: S. Chow, “Millions Say #MeToo, But Not Everyone is Heard Equally,” January 23, 2018, from https:// 
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Sexual Harassment 


Sexual harassment is harassment where the underlying 
context is sexual in nature. While both women and men 
engage in sexual harassment, men are more likely to be 
the transgressors, and women and transgender people 
are far more likely to be targeted. Forty-three percent 
of women, and 12 percent of men, have reported being 
sexually harassed in their workplace,“ while young 
women have been found to experience particularly 
severe forms of harassment online.” In some cases, 
sexual harassment can be difficult to interpret or catego- 
rize because sexual harassment often starts subtly as a 
mutually acceptable friendly exchange, but then crosses 
the line into unwanted overtures or expectations. Per- 
petrators of sexual harassment may also believe that 
they are being complimentary with their gestures or 
comments, and do not recognize that they are harassing 
their targets. 

In most provinces, employers are responsible 
for maintaining a work environment that is free from 
sexual harassment for all employees and customers. See 
Table 11.1 for steps to take if you feel that you are being 
harassed in an organizational setting. 


©) Using PoweR ETHICALLY 


To the degree that power is a skill, practising can 
improve performance and results. Developing the skills 
required by each base of power, and using those forms 
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of power, without overshooting into harassing behav- 
iours, can provide individuals with increased influence, 
which can continue to grow with continued practice. 
Research shows that power has a significant and trans- 
formative impact on an individual's psychological state: 
Those who believe that they are powerful behave more 
assertively, tend to enjoy a higher self-esteem, and 
behave in more effective ways that actually serve to 
increase their power.” But increasing power can have 
negative consequences as well: corruption, selfishness, 
and decreased empathy are all behaviours associated 
with increased power.”” Using power appropriately 
means using it ethically. Coercive power, for example, 
requires careful administration if it is to be used in an 
ethical manner without becoming abusive. Table 11.2 
shows some guidelines for the ethical use of all six bases 
of power. 

Determining whether a power-related behaviour 
is ethical or not can be difficult because the interpreta- 
tion of behaviour is often dependent on perception—the 
person exercising power may believe that he or she is 
justified in the behaviour, while the person being acted 
upon may feel that hé or she is being bullied. An objec- 
tive way to determine whether the use of power is eth- 
ical in a given situation is to answer the following three 
questions:” 


1. Does the behaviour produce a good outcome for 
people both inside and outside the organization? 
If the power-related behaviour serves only the 
individual's self-interest and fails to help the orga- 
nization reach its goals, it should be considered 
unethical. A salesperson might be tempted to dis- 
count a product in order to make a sale, but doing 
so does not benefit the organization. 


2. Does the behaviour respect the rights of all par- 
ties? Free speech, privacy, security, and due 
process (among others) are individual rights that 
are guaranteed to everyone by the Canadian 
Charter of Rights and Freedoms. These rights 
must be respected at all times and power- 
related behaviours that violate these rights are 
unethical. 


3. Does the behaviour treat all parties equitably 
and fairly? Power-related behaviour that treats 
one party arbitrarily, or benefits one party at the 
expense of another, is unethical. 


To be considered completely ethical, power-related 
behaviour must meet all three criteria. If the behaviour 
fails to meet the criteria, then alternative actions should 
be considered. Unfortunately, most power-related 
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TABLE 11.2 


Verify compliance. 

Make feasible, reasonable requests. 

Make only ethical requests. 

Offer rewards desired by subordinates. 
Offer only credible rewards. 

Inform subordinates of rules and penalties. 
Warn before punishing. 


Administer punishment consistently and 
uniformly. 


Understand the situation before acting. 
Maintain credibility. 

Fit punishment to the infraction. 
Punish in private. 

Be cordial and polite. 

Be confident. 


Be clear and follow up to verify 
understanding. 


Make sure request is appropriate. 
Explain reasons for request. 

Follow proper channels. 

Exercise power consistently. 

Enforce compliance. 

Be sensitive to subordinates’ concerns. 
Treat subordinates fairly. 

Defend subordinates’ interests. 


Be sensitive to subordinates’ needs and 
feelings. 


Select subordinates similar to yourself. 
Engage in role modelling. 

Maintain credibility. 

Act confidently and decisively. 

Keep informed. 

Recognize employee concerns. 


Avoid threatening subordinates’ 
self-esteem. 


Relay information completely and 
accurately. 


Refrain from framing the information to 
introduce “spin.” 


Relay information in a timely manner. 
Relay updates as they become available. 


SOURCE: G. Yukl, 1981. Leadership in Organizations, 7e. New Jersey: Pearson Education, Inc. 


behaviours are not easy to analyze. Conflicts often exist 
among the criteria; for example, a given behaviour may 
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maximize the greatest good for the greatest number of 
people but may not treat all parties equitably. While 
these criteria may not provide easy or certain answers, 
they can be used on a case-by-case basis to sort through 
the complex ethical issues surrounding the use of 
power. 


>) POLITICAL BEHAVIOUR 
IN ORGANIZATIONS 


Though the term is often used derogatorily, 
organizational politics is not necessarily negative; it 
is simply the use of power and influence in organizations. 
Leaders and managers routinely use their influence to 
organize and direct activities in order to meet organi- 
zational goals. Without some form(s) of power, a leader 
could not be a leader because he or she would hold no 
sway over followers. 

Power and influence, however, are often exercised 
outside formal organizational roles, with aims other than 
achieving organizational goals and directing workflow. In 
most organizational settings, people have competing inter- 
ests and they often act to achieve their own goals, capitalize 
on their own advantages, and maximize their own returns. 
In order to accomplish this, people use various tactics and 
strategies to acquire power and expand their power bases in 
order to affect decision making. Some of these tactics and 
strategies are sanctioned (acceptable to the organization); 
others are not. Political behaviour describes actions 
that (1) attempt to influence others in the organization, (2) 
are not part of one’s formal role within the organization, 
(3) are not officially sanctioned by an organization, and (4) 
are aimed at protecting the self-interests of individuals (or 
groups).”” What separates political behaviour from organi- 
zational politics is the self-serving nature of the behaviour; 
political behaviour is undertaken for personal gain, and its 
objective is to displace or manipulate the legitimate power 
that may be exercised in an organizational setting.” Due to 
the very likely possibility of resistance, people who engage 
in political behaviour often attempt to conceal or disguise 
their influence attempts, or 
attempt to camouflage their 
true intent behind organi- 
zationally approved reasons. 
This misdirection makes 
political behaviour secretive 
and underhanded. 

Politics is a  contro- 
versial topic. Some people 
take a favourable view of 


organizational 


influence in organizations. 


political 
behaviour Actions not 
officially sanctioned by an 


personal goals. 
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Political behaviour involves influencing others to achieve personal goals. 


political behaviour while others see it as 
detrimental to the organization. Some 
workers, who perceive their workplace 
as highly political, actually find the use of 
political tactics more satisfying and report 
greater job satisfaction when they engage 
in political behaviour, while others find 
office politics distasteful and stressful.” 
Whether they enjoy engaging in it or not, 
most people are very good at recognizing 
political behaviour at all levels of the 
organization.” 


Dimensions of Political 
Behaviour 


Political behaviour exists across three dimensions: 
internal vs. external, vertical vs. lateral, and legitimate 
vs. illegitimate, and each organization is unique in 
the degree and direction of its political behaviour. 
Recall that power is contextual, and does not remain 
static over time. Typically, when individuals engage in 
political behaviours, other individuals respond with 
other political behaviours and power dynamics shift 
and vary over time. 

The first dimension describes whether resources 
are being pursued internal to the organization, or 
with the assistance of “outsiders.” When behaviour 
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In our age there is no 
such thing as ‘keeping 
out of politics.’ All 
issues are political 
issues. 


—George Orwell 
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is confined to the organization, such 
as coalition forming, or exchanging 
favours or reprisals, it is said to be 
internal. Whistle blowing and leaking 
information to the press or investors 
involve outsiders and are examples of 
external forms of political behaviour. 
The  vertical—lateral dimension 
describes the direction of the political 
behaviours within the organization. 
Vertical political behaviours describe 
attempts to exercise power upward or 
downward through the organizational 
hierarchy. Upward political behav- 
iours include bypassing the chain of command with 
complaints or appeals, or using gifts or flattery with 
supervisors in an attempt to gain favour. Downward 
influence attempts include exchanging favours with 
subordinates. Lateral political behaviours encompass 
all behaviours that move across the organizational 
hierarchy, including alliances, and coalition forming 
with peers. 
Finally, the legitimate—illegitimate dimension 
describes the degree to which the behaviours are 
accepted by organizational norms or violate the accepted 
rules for conduct within the organization. While some 
organizations are naturally more politically inclined 
than others, sabotage, and illegal behaviours are 
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examples of behaviour that are considered illegitimate 
in all organizations. 

Organizational conditions often encourage political 
activity. Unclear goals, significant changes within the orga- 
nization, lack of transparency, autocratic decision making, 
ambiguous lines of authority, scarce resources, and the 
degree of uncertainty can all have significant impacts on 
political behaviours.*! Organizational climates tend to 
become more political at higher levels and less political at 
lower levels, and certain functional areas within organiza- 
tions tend toward more political activities, such as marketing 
and sales. Even activities that are supposed to be objective 
are aftected by politics: A study of 60 executives who had 
extensive experience in employee evaluation indicated that 
political considerations were nearly ahvays part of the per 
formance appraisal process.” : 

The effects of political behaviour in organizations 
can be quite negative; when employees view the orga- 
nization’s political climate as extreme, they experience 
more anxiety, tension, fatigue, and burnout. They are 
also more dissatisfied with their jobs and are more likely 
to leave.” But not all political behaviour is destructive. 
When self-interest aligns with organizational goals, 


TABLE 11.3 


political behaviour is perceived positively by employees. 
Political behaviour is also viewed positively when it is seen 
as the only means by which to accomplish something. 


Influence Tactics 


Recall that influence is the process of directing the 
behaviour of another person, or affecting the outcome 
of an event. Influence tactics are the ways that 
power is translated into specific actions. There are 11 
basic types of influence tactics listed and described 
in Table 11.3. The influence tactics described here 
are listed from most pressure to least pressure, and 
politically savvy individuals recognize that different 
tactics should be used for different purposes, and 
for different people. Influence attempts with subor- 
dinates, for example, usually involve assigning tasks 
or changing behaviour. With peers, the objective is 
often to request help, and 

with 
attempts are often made to 
request approval, or gain 
resources and support. 


superiors influence 


that power is translated into 
specific actions. 


cXa 


Demands or threats used to convince others to comply 
with a request or to support a proposal. 


Repeated requests, firm timelines, and expressing anger 
toward those who fail to meet expectations. 


Using legitimate power. 


Using the support of others as an argument to persuade 
compliance. 


Explicit or implicit promise of rewards or tangible 
benefits for compliance. (Or a reminder of favour that is 
owed.) 

Seeking approval from those higher in the chain of 
command before making the request. 

Attempting to become more likeable or be viewed more 
favourably. 


Logical arguments and factual evidence used to 
persuade. 

Relying on personal relationships or requesting special 
favors. 


Making an emotional request or proposal that arouses 
enthusiasm by appealing to values and ideals. 


Seeking participation and input into decision making or 
planning. 


SOURCE: G. Yukl and C. M. Falbe, “Influence Tactics and Objectives in Upward, Downward, and Lateral Influence Attempts,’ Journal of Applied Psychology 75 (1990) 


Leadership” University of Nebraska — Lincoln Extension, March 2007, http://extensionpublications.unl.edu/assets/pdf/g1695.pdf. 
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“if you don't do this, you're fired.” “You have until 5:00 to 
change your mind, or I’m going without you.” 


“I've already asked you twice.’ “Get it done by tomorrow 
night.” 


“As the manager, | am telling you to do this.” “The rules 
say that you have to do it this way.” 


“All the other supervisors agree with me.” “I'll ask you in 
front of the group.’ 


“I'll take you to lunch if you'll support me.” “You owe me 
for last time.” 


“My boss supports this idea.” “Your manager already 
agreed.” 


“Only you can do this job right.’ 
Using flattery and compliments. 


“This will save us $150,000 in overhead” “It makes sense 
to hire John; he has the most experience.” 


“Can you do me a favour?” Asking for workplace favours 
outside of work. 


“Being environmentally conscious is the right thing.’ 
“Just imagine if we did this.’ 


“What do you think we can do here?”"How would you 
do this?” 


: 132—140; A. Hall and L. Barrett. “Influence: The Essence of 
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Pressure tactics refer to using demands and threats 
to force others to comply. Pressure tactics often rely on 
repeated interactions until the target agrees to change 
behaviour. Pressure tactics can be effective in emergency 
situations or when a person is not acting in his or her 
best interests and must be forced to change course; for 
instance, to get assistance with substance abuse problems. 

Assertiveness tactics include repeated requests and 
firm reminders to influence behaviour. Those relying on 
assertiveness tactics routinely display their displeasure 
when tasks are not completed, in order to encourage 
compliance. Assertiveness tactics are closely related to 
pressure tactics, but occur within legitimate organiza- 
tional channels. 

Legitimating tactics occur when the request is made 
through legitimate channels and is based on the authority 
conferred by the organization or by one’s position. Legit- 
imating tactics rely on rules and regulations to encourage 
behaviour. Legitimating tactics can often be seen as 
heavy handed and coercive if not used appropriately. 

Coalition tactics describes a group working together 
towards a common goal of influencing others. Coali- 
tions take advantage of peer pressure to make demands, 
encourage behaviour, and attain goals. Unions and trade 
groups often use coalition tactics to achieve their goals. 

Exchange tactics refer to reciprocal give-and-take 
scenarios where one party does another a favour, and 
then a favour is owed in return. It is human nature to 
repay obligations, and exchange tactics often rely on this 
sense of indebtedness to achieve compliance. 

Upward appeals tactics are behaviours that go out- 
side the normal chain of command in order to obtain 


Source of power 
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commitment from those higher in the organization prior 
to asking for the favour. Upward appeals rely on the 
authority of the higher-up to achieve the goals. 

Ingratiation tactics describe various forms of making 
othets feel good either before or during the influence 
attempt. Ingratiation typically relies on flattery and 
compliments, and can be very effective at manipulating 
behaviour. Ingratiation can be genuine and honest, but 
failed attempts can be seen as irritating and offensive. 

Rational persuasion tactics involve using factual data 
and logical arguments to convince others to act a certain 
way. Rational persuasion is the most commonly applied 
influence tactic, and can work on upward, downward, or 
lateral attempts at influence. Rational persuasion works 
best if the information presented is clear, relevant, and 
timely. 

Personal appeals tactics refer to helping another 
person due to interpersonal relationships. People 
are more likely to agree to something when asked by 
someone familiar and liked. 

Inspirational appeals tactics attempt to gain support 
for a request by appealing to emotions and values. Inspi- 
rational appeals can be valuable for achieving buy-in for 
organizational vision and for communicating the need 
for change. 

Consultation tactics involve asking others for their 
input or assistance in influencing another group, and can 
be very effective for cross-functional projects, or in orga- 
nizations that value democratic decision making. See 
Figure 11.3 for a visual representation of the bases of 
power that are typically used with each influence tactic, 
and the typical result. 


Results of irl 


Resistance 
Compliance 
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Political Skill 


Political skill is the ability to accomplish things 
through interpersonal relationships outside the formally 
prescribed organizational mechanisms. More simply 
put, it is having the ability to leverage power and use 
influence to achieve desired outcomes. It is a distinct 
interpersonal attribute that is important for manage- 
rial success. Research suggests that that political skill 
has a positive effect on team performance, trust for the 
leader, and support for the leader.*’ But political skill is 
not just for managers: Individuals who have the ability 
to accurately understand others and use this knowledge 
to influence others effectively are more likely to achieve 
personal goals and increase their resources in personal 
and organizational settings. 

Political skill is made up of four components: social 
awareness, interpersonal influence, networking ability, 
and sincerity.*’ Social awareness refers to the accurate 
perception and evaluation of social situations. Socially 
astute individuals understand the behaviour and motives 
of others, are better able to anticipate and respond to 
these behaviours, and are able to manage social situations 
in ways that present them in the most favourable light. 
Interpersonal influence describes an individual's ability 
to influence and engage others. Individuals with high 
levels of interpersonal influence are able to put others 
at ease, establish rapport, and communicate with others 
in positive and supportive ways. Networking ability is 
an individual’s skill at building relationships with others. 
People who are good at networking develop and retain 
extensive professional and social networks, and are 
effective at building successful alliances and coalitions. 
Finally, sincerity refers to an individual's ability to be 
authentic and genuine with others. Individuals who are 
sincere inspire more confidence and trust, making them 
more successful at influencing other people.*- 


©) managing Pouiricat 
BEHAVIOUR 


Politics is an undeniable and unavoidable component 
of organizational behavior. Competition for resources 
combined with motivated self-interest invariably leads to 
political manoeuvring in virtually all group settings, and 
thus politics and political behaviours cannot be elimi- 
nated from any organizational setting. Managing polit- 
ical behaviour at work is important, though, because the 
perception of dysfunctional political behaviour can lead 
to dissatisfaction: When employees perceive that there 
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How Much Klout Do 
You Have? 


nEND 


LY ow much influence do you have on social media? Klout is a 
mobile app that uses social media analytics to rank its users 
according to their online social influence, using many social 
media platforms, but specifically Facebook, Twitter, Linkedin, 


and Instagram. Klout measures more than 12 billion user signals 
every day, such as number of followers, retweets, and unique 
mentions from various social media sites, and compiles data on 
each user. Users are given a numerical score between 1 and 100, 
with higher scores corresponding to higher levels of influence. 
Klout also measures “true reach,’ which is the size of a user's 
engaged audience; “amplification,” which measures how likely 
one’s messages will be mentioned or retweeted; and “network 
impact,’ which measures how influential a person’s network is. 


SOURCE: A. Rao, N. Spasojevic, Z. Li, and T. Dsouza. Kiout Score: Measuring Influence across Multiple Social 
Networks,’ presented at Big Data, 2015. 


are dominant interest groups or cliques at work, or when 
they believe that the organization’s reward practices are 
influenced by who you know rather than how well you 
perform, they are less satisfied.“* Managers can take a 
proactive stance and manage the political behaviour that 
inevitably occurs® through open communication, clear 
expectations about performance and rewards, participa- 
tive decision-making practices, work group cooperation, 
effective management of scarce resources, and a sup- 
portive organizational climate. 

Open communication is the key to managing polit- 
ical behaviour. Lack of communication leads to low trust, 
role ambiguity, and uncertainty, and these factors tend to 
increase political behaviours. One way to open commu- 
nication with respect to political behaviours is to clarify 
the sanctioned and nonsanctioned political behaviours 
in the organization. Communication can also serve to 
clarify expectations regarding performance through the 
use of clear, quantifiable goals and through the estab- 
lishment of a clear connection between goal accomplish- 
ment and rewards.“® 

Participative management can also help manage 
political behaviour. Often, 
people engage in political 
behaviour when they feel 
excluded from  decision- 
making processes in the 
organization. By including 
others in decision making, 


to get things done through 
favourable interpersonal 


prescribed organizational 
mechanisms. 
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empowerment Giving 
employees the authority or power 
to make their own decisions. 


ZZ 


behind-the-scenes manoeuvring can be _ significantly 
curtailed. Encouraging cooperation is another strategy 
for managing political behaviour whereby managers can 
instill a unity of purpose among work teams, rewarding 
cooperative behaviour and implementing activities 
that emphasize the integration of team efforts toward 
common goals.’ 

When individuals feel that reward systems are zero- 
sum, or that resources are limited, they may be motivated 
to engage in political behaviours in order to secure their 
resources or position within the organization. Managing 
resources appropriately can reduce these unwanted 
political behaviours. Clarifying the resource allocation 
process and making sure that the connection between 
performance and rewards is explicit can help discourage 
dysfunctional political behaviour. 

Creating a supportive organizational climate is 
another way to manage political behaviour effectively. 
A supportive climate allows employees to discuss con- 
troversial issues promptly and openly, and this prevents 
the issue from festering and potentially causing friction 
among employees.* A successful leader must recognize 
internal powerbrokers who have influence over their 
peers, and cultivate strong relationships with those indi- 
viduals in order to manage them and prevent them from 
working in opposition. 


Sharing Power: Empowerment 


Another positive strategy for managing political behav- 
iour is empowerment—sharing power within an orga- 
nization by giving employees the authority or power to 
make their own decisions with respect to their work role 
or task. As modern organizations have grown flatter and 
have eliminated layers of management, the concept of 
empowerment has become more important.” Empow- 
erment describes the movement away from hierarchical 
authority structures toward self-determination and 
autonomy, giving individuals (and teams) the ability and 
responsibility to act on their own authority, and at their 
own discretion. Empowerment distributes control over 
resources to the employees actually performing the work, 
allowing them to make the decisions that best use their 
skills and abilities to improve service or performance. 
An individual must have or believe four things in 
order to feel empowered: meaning, competence, self- 
determination, and impact.°® Meaning describes sense of 
purpose or personal connection to the work. People who 
are empowered believe that 
their work is important. If 
individuals don’t care about 
their work, they cannot feel 
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empowered. Competence is an individual’s belief that 
he or she has the skills and ability to do the job well. 
Without a sense of competence, people feel inadequate 
and abandoned, not empowered. Self-determination is 
the feeling of having control over the way work is accom- 
plished. Employees who do not feel that they are con- 
trolling work flow, or who feel that they are just following 
orders, cannot feel empowered. Finally, impact is an 
individual's belief that his or her contributions matter to 
the organization, and he or she can influence the system 
or the process in which he or she works. Without a sense 
of contributing, individuals feel like they don’t matter 
and cannot feel empowered.” 

Empowerment is easy to advocate but difficult to 
put into practice. Because the workforce is so diverse, 
managers should recognize that some employees are 
more ready for empowerment than others, and some 
positions are more readily empowered than others. 
Fortunately, empowerment is not a one-size approach. 
Empowerment can and should be customized. The man- 
ager must diagnose situations and determine the degree 
of empowerment to extend to employees. “| Power] in 
empowered organizations is not ‘shared power, where 
all decisions are made by consensus. It is not about 


throwing out procedures and letting everyone do their 


WACTION . 


Ro" Polet, CEO of the Gucci Group, strongly believes in 
empowering his design teams, so each of Gucci's brands 
operates autonomously to a large extent. Each team is cap- 
tained by a creative director who oversees the creative process 
of design, while a CEO for each team oversees the packaging 
and advertising part of the business. Polet has articulated a 
clear vision for Gucci and translated it into clearly defined roles 
and responsibilities for key organizational players whom he 
has empowered to carry out the responsibilities effectively. 
Most importantly, Polet has been adept at emphasizing the 
importance of the Gucci brand over people associated with it so 
that employees never lose sight of organizational goals. Polet’s 
principles have worked. Since his arrival at Gucci, income is up 
44 percent and some of the company’s unprofitable brands are 
making a turnaround. 

SOURCE: J. L. Yang, “Managing Top Talent at Gucci Group,” Fortune, July 


17, 2007, from http://archive.fortune.com/magazines/fortune/fortune_ 
archive/2007/07/23/100135662/index.htm?postversion=2007071809, April 25, 2018, 
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own thing.”» Rather, “[organizational] empowerment 
is about ensuring that people can influence decisions 
commensurate with their positions and interests in the 
organization.”** 

Managers must first have and then express confi- 
dence in employees and set high performance expec- 
tations. Positive expectations can go a long way toward 
enabling good performance. Managers must also create 
opportunities for employees to actively participate in 
decision making. This means participation in both voice 
and choice. Employees should not just be asked to con- 
tribute their opinions about any issue; they should also 
have a vote in the decision that is made. 

Next, managers should examine and, where pos- 
sible, that stifle 
autonomy. Often, organizations have antiquated rules 
and policies that prevent employees from managing 
themselves. These restrictions often include unneces- 


remove bureaucratic constraints 


sary signature requirements, where the manager has to 
sign off on certain contracts or resources, or limitations 
on physical access to resources where managers con- 
trol access to resources such as supply closets. Finally, 
managers should set inspirational and meaningful goals, 
and then step back, to allow empowered employees to 
achieve them. 


Managing Up 


One of the least discussed aspects of power and politics 
is the relationship between an individual and his or her 
boss. This is a crucial relationship because one’s boss is 
the most important link to the rest of the organization.” 
Virtually everyone has a boss, yet few people consider 
practising their influence tactics and actively managing 
their power bases in this context. The employee—boss 
relationship is one of mutual dependence; an individual 
depends on the boss to give performance feedback, pro- 
vide resources, and supply critical information. The boss 
depends on the individual for performance, information, 
and support. As a mutual relationship, individuals should 
take an active role in managing up. Using the skills and 
techniques discussed in this chapter and applying them 
to one’s supervisor can help increase one’s power in the 
organization. 

Table 11.4 shows the basic considerations for man- 
aging a relationship with the boss. The first step is to try 
to increase awareness about what motivates the boss’s 
behaviours and expectations. It is naive to expect the 
boss to be perfect. Everyone has strengths, weaknesses, 
and blind spots. Attempt to discover directly or through 
observation what the boss’s preferred work style is; 
some people prefer appointments, while others prefer 
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‘TABLE 11.4 


Their goals and objectives. 
The pressures they face. 
Their strengths, weaknesses, and blind spots. 
Their preferred work and communication style. 
“Assess Yourself and YourNeeds,Including 
Your own strengths and weaknesses. 
Your preferred work and communication style. 


Your predisposition toward dependence on authority figures. 


Fits both your needs and styles. 
Is characterized by mutual expectations. 
Keeps your boss informed. 

Is based on dependability and honesty. 


Selectively uses your boss's time and resources. 


SOURCE: Reprinted by permission of Harvard Business Review. From “Managing Your Boss,” by J. J. Gabarro 
and J. P. Kotter, (May—June 1993): 155, Copyright © 1993 by the Harvard Business School Publishing 
Corporation; all rights reserved. 


an open-door policy. Once the factors that motivate the 
boss have been determined, they can be managed more 
accurately and effectively. 

The second step in managing this important relation- 
ship is for the individual to assess him- or herself and his 
or her own needs much in the same way. Taking the time 
to assess one’s strengths, and weaknesses, determining 
one’s work and communication style, and assessing how 
one relates to authority figures can help employees to 
establish rapport and begin to communicate in positive 
and effective ways. 

Once an employee has a basic awareness of the 
boss’s expectations and preferences, and has done a 
self-analysis to determine his or her own needs and 
expectations, the next step is to work to develop an 
effective relationship that accommodates both par- 
ties’ needs and work and communication styles. Clari- 
fying goals and developing a plan for work objectives 
can be done explicitly or implicitly and can have 
positive impacts on rapport and communication.” 
The employee-boss relationship must be based on 
dependability and honesty. This means giving and 
receiving positive and negative feedback objectively. 
Finally, employees need to remember that the boss 
is on the same team. The golden rule is to make the 
boss look good because workers expect the boss to do 
the same for them. 
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WHAT ABOUT YOU? 


How Politically Skilled Are You? 


Using the following 7-point scale, please place the number on 8. When communicating with others, | try to be 
the blank before each item that best describes how much you genuine in what | say and do. 
agree with each statement about yourself. 9. | have developed a large network of colleagues and 


1 = strongly disagree associates at work whom | can call on for support 


Pease when | really need to get things done. 


10. At work, | know a lot of important people and am 


3 =slightly di 
ightly disagree well connected. 


4 = neutral 
11. I spend a lot of time at work developing connec- 
5 = slightly agree tions with others. 
6 = agree 12. lam good at getting people to like me. 
7 = strongly agree 13. It is important that people believe | am sincere in 
1. | spend a lot of time and effort at work networking wingtllsayaaiclee 
with others. 14, | try to show a genuine interest in other people. 
2. 1am able to make most people feel comfortable and __— 15. 1am good at using my connections and network to 
at ease around me. make things happen at work. 
3. 1am able to communicate easily and effectively with —_. 16. Ihave good intuition or savvy about how to present 
others. myself to others. 
4. It is easy for me to develop good rapport with most _____ 17. _lalways seem to instinctively know the right things 
people. to say or do to influence others. 


5. | understand people very well. 18. | pay close attention to people's facial expressions. 
6. !am good at building relationships with influential A higher score indicates better political skill than a lower score. 


people at work. 
SOURCE: G. Ferris, $. L. Davidson, and P. L. Perrewe, Political Skill at Work: Impact on Work Effectiveness 


7. lam particularly good at sensing the motivations (Davies-Black Publishing: Boston, MA. 2005). © Cengage Learning 
and hidden agendas of others. 
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MINI CASE 


— harassment is an unfortunately common occurrence 
in organizational settings, and our nation’s leaders are not 
exempt. Members of Canada’s Parliament have come forward 
to share their stories of sexual misconduct. In a survey con- 
ducted in December 2017, 58 percent of female respondents 
said that they had personally been the target of various forms 
of sexual harassment. One MP, who chose to remain anony- 
mous, explained that while she has never personally experi- 
enced sexual harassment on Parliament Hill, she has heard 
her male colleagues make inappropriate comments and jokes 
about other women, even after she explained that the jokes 
and comments were offensive and unwelcome. This suggests 
that perhaps the anonymous MP doesn’t properly understand 
the definition of sexual harassment, rather than that she has 
not personally experienced it. 


NDP leader Jagmeet Singh has a zero-tolerance policy for 
sexual harassment behaviours within his party. Singh has 
publicly declared that his first response to any accusation of 
sexual harassment is to “believe survivors,’ which is parlance 
for accepting the allegations at face value, and assume from 
the outset that the incident occurred as described. When MP 
Erin Weir was accused of harassment, it was no surprise that 
the NDP leader took the allegations very seriously. But this 
particular story of sexual harassment is atypical. 


The initial allegations of misconduct were indirectly levelled at 
Weir by another MP, Christine Moore: When Weir was seeking 
the position of caucus chair, Moore sent an email objecting to 
Weir's promotion saying “as a woman, | would not feel comfort- 
able to meet with you alone.’ This email, with its vague and 
indirect accusation of impropriety, caused Singh to begin an 
investigation into Weir's behaviours. 


The independent investigator hired by Singh found that “Mr. 
Weir failed to read non-verbal cues in social settings. And that 
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his behaviour resulted in significant negative impact to the 
complainants.’ However, even Singh acknowledges that when 
Weir was told explicitly that his advances were unwelcome, he 
stopped. After meeting with Weir to discuss the issue, Singh 
expelled Weir from caucus because he felt that Weir was not 
sufficiently remorseful nor willing to accept full responsibility 
for the offences. 


Finally, Christine Moore, the woman who originally levelled 
the complaint against Weir has, herself, been accused of 
improper sexual conduct and using her position of power to 
pursue a relationship with a veteran of the war in Afghanistan. 
It is alleged that Moore used her political position to secure 

a meeting with the veteran, offered him drinks, and insisted 
even after he refused, and then followed him back to his 

hotel, where she spent the night. Moore allegedly sent explicit 
text messages, followed him when he went on vacation, and 
showed up at his house before the veteran made it clear that 
her advances were unwelcome, In spite of the evidence against 
her, Christine Moore was cleared of sexual misconduct and was 
permitted to remain in caucus. 


SOURCES: J. Smith, “MPs share stories of sexual misconduct on and off Parliament Hill; CBC News, January 2, 
2018, http://www.cbc.ca/news/politics/survey-female-mps-harassment-1.4469920, accessed May 8, 2018; 
N. Macdonald, “Jagmeet Singh says he always believes survivors. Well, here’s another one,’ CBC News, May 
8, 2018, http://www.cbc.ca/news/opinion/jagmeet-singh-says-he-always-believes-survivors-well-here-s 
-another-one-1.4652795, accessed May 8, 2018, 


Apply Your Understanding 
1. What power bases can Jagmeet Singh use to help reduce 


sexual harassment on Parliament Hill? 


2. Which influence tactics can victims of sexual harassment 
and bullying, and their allies, use to help change the 
behaviour of those who would abuse their power? 


3. How are Moore's behaviours indicative of sexual 
harassment? 
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SHOPIFY 


POLITICAL BEHAVIOUR 


When protesters urged people to #DeleteShopify, arguing 
that products being sold through Shopify were helping Bre- 
itbart to spread hate speech and intolerance, employees a 
Shopify agreed. Employees made personal and professiona 
requests to CEO Tobias LUtke to remove Breitbart, and pre 
vent the offensive client from being able to use the vendor 
platform to sell ultra right wing wares. 


Internal emails and open letters were written, Slack chats and 
meetings were held, and employees signed and delivered 
econsider Shopify’s 


a petition to the CEO urging him to 
stance on the Issue. Employees claimed that Breitbart 


I 


Kevin Van Paassen/Bloomberg via Getty Images 


violated Shopify's vision statement and culture and was 


against everything the company stood for. Due to this pres- 
sure, Shopify hosted a town hall meeting with all employees 
to discuss the iss 


ie. Tobias LUtke explained that, personally, 


he does not like Bre t, or their rr ge, and has pub 

li > Breitbart 
Nit G ) feve = ( 

on to explain that Shopify was not in the busine 

soring its merchants, ana that tn pany would remain 

neutral in the debate, while cont to host Breitbart 

mel dise on the e that he 

resp {Nos € = " = c = | SS. 

Many employe cula 3B Is 

left the meeting feeling ignored and nissed. Several 


employees quit tne JaNiZAvONn IN Pp test, among tnem 


developer Tessa Tt In, who went public with he 


Apply Your Understanding 


I: c 


1. Describe the dimensions of po! 
ited in this case 


2. Describe the bases of power used by Shopif 


exhib 


Tobias Lutke. 
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Leadership 


LEARNING OUTCOMES 


After reading this chapter, you should be able to do the following: 


’ Discuss the differences between leadership and 
management. 


» Explain the role of trait theory in describing leaders. 


Describe behavioural research in the development of 
leadership theories. 


» Describe and compare three contingency theories of 
leadership. 


sete tomer emt ice eat Nee 
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See the end of this chapter for a list of available Study Tools, 
3“What about You?” Quiz, Mini Case, and the Shopify Running Case. 


Michael Shake/Shutterstock.com 


Consider a transactional theory of leadership. 


Discuss inspirational leadership styles. 


, Discuss how issues of emotional intelligence, trust, ethics, 


and gender affect leadership. 
Define followership and identify different types of followers. 


Synthesize historical leadership research into key guidelines 
for leaders. 
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leadership The process 
of motivating, influencing, 
and enabling others toward 
achievement of organizational 
goals. 


management The process 
of controlling resources to 
accomplish tasks. 
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While the leader and the manager may both know what 
needs to be accomplished, it is the leader who knows 
how to accomplish it, and who sets about mobilizing 
others toward that target. A manager can move pieces 
on the chess board, but a leader can get the pieces to 
move themselves, especially over the long run. There 
are many theories of leadership, and while none is a uni- 
versal theory of how to lead, an effective leader can learn 
from each of them and adapt their style to the situation, 
to the task, and to the followers. 


©) LEADERSHIP VERSUS 
MANAGEMENT 


There are few topics in Organizational Behaviour more 
complex, more researched, and yet less understood than 
leadership. It can generally be agreed that 
a leader's primary role is to achieve orga- 
nizational objectives using organizational 
resources.’ By this measure, we can assess 
whether someone is an effective leader 
(they either achieve results, or they do not), 
but there are few concrete theories as to 
how and why some people are able to lead 
while others are not. Why do some individ- 
uals inspire others to put forth their best 
efforts, while others inspire little but con- 
tempt? In traditional business discussions, 
the terms leadership and management are 
often used interchangeably. In discussions 
of organizational behaviour, however, they represent very 
distinct but complimentary systems of action.’ 
Leadership in organizations is the process of moti- 
vating, influencing, and enabling others to contribute 
toward the achievement of organizational goals. Leader- 
ship involves (1) setting [or changing] the direction for 
the organization; (2) aligning people with that direction 
through communication; and (3) motivating people to 
action, partly through empowerment and partly through 
basic need gratification. Effective leaders not only con- 
trol the future of the organization but also act as enablers 
of change in organizations. 
They disturb existing pat- 
terns of behaviours, promote 
novel ideas, and help orga- 
nizational members make 
sense of the change pro- 
cess. Management con- 
sists of controlling resources 
to accomplish tasks through 
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&é. 


Management is 
doing things right; 
leadership is doing the 
right things. 


—Peter F. Drucker 
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(1) planning and budgeting, (2) organizing and staffing, 
and (3) controlling and problem solving. 

Leadership and management deliver different out- 
comes; management produces stability, predictability, 
order, and efficiency, to help the organization achieve 
short-term results. Leadership, on the other hand, pro- 
duces change. Leadership sets long-term goals, and 
challenges the status quo, which moves organizations 
into the future. Healthy organizations need both effec- 
tive leadership and good management. For much of the 
20th century, good management was enough to achieve 
organizational success, but the changes brought by the 
21st century mean that organizations can no longer rely 
solely on traditional management and hope to maintain 
their success. 


Leadership Theories 


A brief word about leadership theo- 
ries: There are many of them! Learning 
Outcomes 12-2 through 12-6 attempt to 
break up the vast field of leadership theo- 
ries into (hopefully) digestible categories. 
The leadership theories presented here 
are classified by type, but students should 
recognize that this is a small sampling of 
the many theories that exist, and that the 
timelines are only approximate. Finally, 
these theories are not mutually exclu- 
sive; as is the case with much behavioural 
research, new theories are built on the 
theories that have come before. so even 
though some theories have been discounted, they still 
deserve a brief discussion because they are the founda- 
tion of future work in the field. 

Refer to the In Review card at the end of this book 
for a figure that encompasses all of the leadership theo- 
ries presented here. 


©) TRAIT THEORIES 


The first studies of leadership began as early as the 
mid-1800s and began with the underlying belief that 
the elements that made someone a good leader were 
intrinsic-that good leaders were simply born with certain 


| Physical 


Abilities 


A trait is a distinguishing quality or characteristic. 


traits that made them seek out, and excel in leadership 
roles. A trait is a distinguishing quality or characteristic 
of a person. Trait theories attempted to identify and 
measure those distinguishing qualities and characteris- 
tics by focusing on physical attributes. personality char- 
acteristics, and abilities that distinguished leaders from 
other members of a group.* 

Physical attributes including height, weight, phy- 
sique, energy, health, appearance, and even age have 
been examined, and very few valid generalizations have 
emerged from this line of inquiry. Therefore, there is 
insufficient evidence to conclude that leaders can be 
distinguished from followers on the basis of physical 
attributes. Leader personality characteristics have been 
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Rich Lindie/Shutterstock.com 


examined in great detail. These characteristics include 
(but are not limited to) originality, adaptability, introver- 
sion—extroversion, dominance, self-confidence, integ- 
rity, conviction, mood optimism, and emotional control. 
With regard to leader abilities, research has been con- 
ducted focusing on abilities such as social skills, intel- 
ligence, scholarship, speech fluency, cooperativeness, 
and insight. 

Trait theory research has found some evidence 
that leaders may be more energetic, self-confident, 
emotionally stable, intelligent, cooperative, and sen- 
sitive to others than the 
average group member,° 


though this research is by characteristic of a person. 
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. trait A distinguishing quality or 


no means definitive. In short, research on trait theories 
has found no solid conclusions. Though there are some 
traits that appear to differentiate leaders from others, 
these traits are not universal: All leaders do not share 
the same set of traits, and there are plenty of people 
who have these traits but who are not leaders. 


(>) BEHAVIOURAL THEORIES 


Behavioural theories emerged as a response to the defi- 
ciencies of the trait theories. Rather than searching for 
the characteristics that made a leader, behavioural theo- 
ries attempt to identify the actions that leaders used to 
achieve results. According to the behavioural approach, 
people can learn to become leaders, and can improve 
their leadership skills by improving or changing their 
behaviours. 


Ohio State Studies 
Behaviour 


heories University of Michigan Studies 


Blake and Mouton’s Leadership Gnd 


Foundations of Behavioural Research 


There are two important studies that form the foun- 
dation for modern leadership theories: the Ohio State 
studies and the Michigan studies. 


OHIO STATE STUDIES In the 1940s, the leadership 
research program at Ohio State University designed 
the Leaders Behavior Description Questionnaire 
(LBDQ), which attempted to identify common leader- 
ship behaviours, The questionnaire was administered 
to individuals ranging in backgrounds from college stu- 


Pree dents to college administra- 
initiating structure Task- 


oriented leader behaviour aimed ' 
at defining and organizing settings from private com- 


work relationships and roles, panies to the military. After 
as well as establishing clear analyzing the results of the 
patterns of organization and . | 1 : 
caine survey, researchers deter- 

mined that there were two 
groups of behaviours that 
are strongly correlated: 


tors, and working in various 


consideration Leader 
behaviour aimed at nurturing 
friendly, warm working 
relationships, as well as encouraging _-—«sinitiating = structure and 
mutual trust and interpersonal consideration.” 


respect within the work unit. initiating structure 
Leadership Grid® A is leader behaviour aimed 


graphical representation of a at defining, implementing, 
leader’s concern for production 


and improving organiza- 
and concern for people. : I 6 Bt 


tional structure. Initiating 
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structure is task-oriented behaviour focused on orga- 
nizing work roles and goals, as well as establishing 
operating procedures and clear patterns of commu- 
nication. Consideration is leader behaviour aimed 
at nurturing friendly, warm working relationships as 
well as encouraging mutual trust and interpersonal 
respect within the unit. These two leader behaviours 
are independent of each other. That is, a leader may 
be high on both, low on both, or high on one while low 
on the other.’ 


THE MICHIGAN STUDIES In the 1950s, studies con- 
ducted at the University of Michigan attempted to deter- 
mine which leadership styles led to greater productivity 
and increased job satisfaction for workers. The research 
identified two broad leadership styles: production- 
oriented and employee-oriented.* (These findings are 
very similar to the Ohio State Studies findings of ini- 
tiating structure and consideration behaviours.) The 
Michigan leadership studies also established the impor- 
tance of participative leadership. A production-oriented 
leader created a work environment where the focus 
was on getting things done using close supervision or 
many written and unwritten rules and regulations to 
control behaviour. In comparison, employee-oriented 
leadership styles created a work environment that 
focused on relationships; the leader exhibited less direct 
supervision and established fewer rules and regulations 
for behaviour. The general conclusion of the studies was 
that less direct control allows employees to be more 
productive and engaged. 

The Ohio State studies and the University of Mich- 
igan studies identified two critical characteristics of 
effective leaders: task-oriented behaviours and people- 
oriented behaviours. 


The Leadership Grid® 


The discovery that task orientation and people orien- 
tation represented two independent dimensions led to 
the development of Robert Blake and Jane Mouton’s 
Leadership Grid® (sometimes called the manage- 
ment grid); a graphical representation of how a leader 
rates in both task and people orientations.? The hori- 
zontal axis of the grid is labelled Concern for Results 
(task-oriented), and the vertical axis is labelled Concern 
for People (people-oriented). Each dimension ranges 
from low (1) to high (9) and yields coordinates written 
in the form of (x,y), where the x value corresponds to 
the level of concern for production, and the y value 
corresponds to the level of concern for people. Blake 
and Mouton identified five distinct leadership styles 
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THE LEADERSHIP GRID® 


Concern for People 


Low Concern for Results 


1,9 Country Club 

Thoughtful attention to the needs of the 
people for satisfying relationships leads to a 
comfortable, friendly organization 
atmosphere, and work tempo. 


9,9 Team 

Work accomplishment is from committed 
people; interdependence through a “common 
stake” in organization purpose leads to 
relationships of trust and respect. 


5,5 Middie-of-the-Road 

Adequate organization performance is 
possible through balancing the necessity 
to get work out while maintaining morale of 
people at a satisfactory level. 


1,1 Impoverished 

Exertion of minimum effort to get required 
work done is appropriate to sustain 
organization membership. 


SOURCE: © Cengage Learning / Bottom: “The Leadership Grid(r)” figure, Paternalism Figure and Opportunism from Leadership Dilemmas Grid Solutions, by Robert R. Blake and Anne Adams McCanse (Formerly the Managerial 
Grid by Robert R. Blake and Jane S. Mouton). Houston: Gulf Publishing Company (Grid figure: p. 29; Paternalism Figure: p. 30, Opportunism Figure: p. 31). Copyright 1991 by Blake and Mouton, and Scientific Methods, Inc. 


Reproduced by permission of the owners, 


corresponding to regions of the Leadership Grid®, as 
shown in Figure 12.1. 

Impoverished (1,1) has low concern for both pro- 
duction and people, and is often referred to as a laissez- 
faire leader. This leader avoids taking sides, and stays out 
of conflicts; the impoverished manager does just enough 
to get by. 

Authority-compliance (9,1) has a high concern 
for production, and a low concer for people, and is 
also known as the dictatorial leader. This leader desires 
tight control in order to get tasks done efficiently and 
considers creativity and human relations unnecessary. 
Authority-compliance managers may become so focused 
on achieving that they resort to tactics such as bullying. 
This form of abuse is quite common, with one in six 
North American workers reporting that they have been 
bullied by a manager.'” 

Middle-of-the-road (5,5) has balanced, medium 
concern for both production and people and is a com- 
promising style where the leader attempts to balance a 
concern for both people and production without a com- 
mitment to either, resulting in average performance and 
average satisfaction. 

Country club (1,9) has a low concern for produc- 
tion, and a high concern for people. A “country club” leader 
attempts to avoid conflict, and seeks to be well liked. This 
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leader's goal is to keep people happy through good inter- 
personal relations, which are more important than the task. 

Team (9,9) has high concern for both people and 
production. This leader works to motivate employees to 
reach their highest levels of accomplishment, and this 
style of leadership has been identified by Blake and 
Mouton as the most effective. 

Behavioural theories of leadership have provided 
some useful insights into the dimensions of leadership; 


namely, that all organizations ’ ; 

pe ae ge) impoverished (1,1) A 
leader who exerts just enough 
people leadership. These two effort to get by. 


require both production and 


functions of leadership are ; : 
authority-compliance 


(9,1) A leader who emphasizes 
apply across organizations, efficient production. 


regarded as universal as they 


industries, and cultures, but P 
industries, and cultures, middleofthe-fosa 


how they are performed and (5, 5) aleadecne 

to what degree leaders focus compromises, meeting neither 

on people versus produc- production nor employee needs 

tion varies according to the fully. 

situation. |! country club (1,9) A leader 
Like trait theories, there who creates a happy, comfortable 


: iP. off ee work environment. 
is no one specific behaviour 


or leadership style that can team (9,9) Aleader who 
builds a highly productive team 


be applied to all situations to 
of committed people. 


ensure SUCCESS ful outcomes. 
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acebook CEO Mark Zuckerberg thinks that hiring top talent 
ie important. He has a rule for hiring individuals that takes 
the way we traditionally think about hiring and turns it upside 
down. Most managers may think, “Do | want this person 
working for me?” Instead, Zuckerberg says, “| would only hire 
someone to work directly for me if | would work for that person.’ 
His hiring decisions have been pretty good so far. He cites Sheryl 
Sandberg, Facebook's COO, as one of his successful hires and a 
person he would enjoy reporting to. 


SOURCE: J. Bercovici, “Mark Zuckerberg Shares His Secret to Recruiting the Best 
Employees,” Inc., March 4, 2015, http://www.inc.com/jeff-bercovici/mark-zuckerberg 
-hiring-rule.htm!, accessed May 20, 2018. 


> coNTINGENCY 
THEORIES 


Contingency theories were developed to 
investigate the criticisms levelled at trait 
and behavioural theories of leadership 
that some traits and some behaviours are 
more effective in certain situations and 
less effective in others. According to con- 
tingency theories, no leadership style is 
best in all situations. Instead, these theo- 
ries propose that leadership outcomes 
may be more successful if leader traits 
and behaviours are considered in rela- 
tion to situational contingencies. Success 
depends upon a number of variables, including the lead- 
ers preferred style, the capabilities and behaviours of the 
followers, and aspects of the situation. We examine three 

such — theories, 


including 


Leadership is the art of 
getting someone else 
to do something you 

want done because he 

wants to do it. 


—Dwight D. Eisenhower 


least-preferred coworker 
(LPC) The person with whom 
the leader works the least well. 


Fiedler 
Contingency) 
theories 


Fiedler’s contingency theory, 
path-goal theory, and situ- 
ational leadership theory. 


ntingency 


Path—goal theory 


Hersey and Blanchara's Situational | eadersnip 
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Fiedler's Contingency Theory 


Fiedler’s contingency theory of leadership emphasizes 
the leader’s personality as a critical variable in their ability 
to lead. Fiedler believed that an individual's leadership 
style is unchanging, and that rather than attempting to 
modify one’s behaviour, leaders should instead seek 
to understand their particular style, and match that 
style to the situation at hand.’* Fiedler’s contingency 
theory proposes that in addition to the leader's style, 
how the group perceives the leader, the task involved, 
and whether the leader can actually exert control over 
the group are the three factors that determine how suc- 
cessful the leader will be. 


THE LEAST PREFERRED COWORKER Fiedler’s 
contingency theory assumes that leaders are either 
task oriented or relationship oriented, depending 
upon how the leaders obtain their primary need grat- 
ification.'® (Task-oriented leaders are primarily grati- 
fied by accomplishing tasks and getting work done. 
Relationship-oriented leaders are primarily grati- 
fied by developing good interpersonal 
relationships.) Fiedler assesses leader- 
ship orientation (which is assumed to 
be fixed, and either people-oriented 
or task-oriented) using the Least Pre- 
ferred Coworker (LPC) scale.'4 The 
LPC scale is a projective technique 
that asks the leader to think about 
the people they work with, and then 
describe the person with whom they 
work the least well (their least 
preferred coworker (LPC), in other 
words). On a scale of 1 to 8. the leader 
is asked to describe this least preferred 
coworker using 16 opposing measures 
of personality. For instance: 


Pleasant 8e7e6e5e4e3¢e2¢])] Unpleasant 
Unfriendly le2e3e4e5e6e7e¢8 Friendly 
Rejecting 1le2e3*4°5°6e7e8 Accepting 
Tense le2e3e4e5e6e7¢8 Relaxed 
Supportive 8°7*6e5¢e4¢e3e2¢e] Hostile 
Open 8e7¢6e5e4e3e2e¢)] Guarded 
Insincere Le2e3e4e5¢6e7e8 Sincere 


Scores are calculated based on the numerical value 
that leaders ascribed to each component of their LPC. 
Notice that positive terms have a higher value than nega- 
tive terms. Leaders who describe their least preferred 
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coworker in positive terms will have a higher numerical 
value, and are thus classified as high LPC, or relation- 
ship-oriented, leaders. Those who describe their least 
preferred coworker in negative terms will have a low 
numerical value, and are classified as low LPC. or task- 
oriented leaders.! 

The LPC scale is not about the least preferred co- 
worker at all, but is designed to measure the leadership 
style of the person who is taking the test and is quite con- 
troversial in organizational behavioural research.'® The 
LPC score has been critiqued conceptually and meth- 
odologically because it is a projective technique with low 
measurement reliability. 


SITUATIONAL FAVOURABLENESS Situational 
favourableness describes the leader’s ability to exert con- 
trol over the group. Leaders with situational control are 
able to ensure that their demands are carried out. while 
leaders without situational control cannot exert their 
authority over the rest of the group. Situational control is 
critical for leadership effectiveness, and is broken down 
into three components: task structure, position power, 
and leader-member relations.'' Based on these three 
dimensions. the situation is either favourable or unfa- 
vourable for the leader. 

Task structure describes how well group tasks are 
clearly defined, and refers to the number and clarity of 
rules, regulations, and procedures for getting the work 
done. Position power refers to the leader's legiti- 
mate authority to evaluate and reward performance, 
punish errors, and demote group members. Finally, 
leader-member relations describes the degree of 
trust, respect, and confidence that exists between the 
leader and the subordinates. 

A favourable leadership situation is one with a 
structured task for the work group, strong position 
power for the leader, and good leader-member rela- 
tions. In contrast, an unfavourable leadership situation 
is one with an unstructured task, weak position power 
for the leader, and moderately poor leader-member 
relations. Between these two extremes, the leadership 
situation has varying degrees of moderate favourable- 


ness for the leader. 


Task Structure Structured Unstructured 
Position Power strong Weak 
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LEADERSHIP EFFECTIVENESS Contingency theory 
suggests that both low and high LPC leaders can be 
effective if placed in the right situation.!® Specifically, 
low LPC (task-oriented) leaders are most effective in 
either very favourable or very unfavourable leadership 
situations. In contrast, high LPC (relationship-oriented) 
leaders are most effective in situations of intermediate 
favourableness. Research has shown that relation- 
ship-oriented leaders can perform well in leading new 
product development teams by encouraging team 
learning and innovativeness, which helps products get to 
market faster. In short, the right team leader can help 
get creative new products out the door faster, while a 
mismatch between the leader and the situation can have 


the opposite effect.'® 


What happens when a low LPC leader is in a 
moderately favourable situation or when a high LPC 
leader is in a highly favourable or highly unfavourable 
situation? According to the theory, leadership style is 
fixed, so Fiedler recommends that the leader's situa- 
tion be changed to fit the leader's style.” A moderately 
favourable situation would be reengineered to be more 
favourable and therefore more suitable for the low 
LPC leader. A highly favourable or highly unfavour- 
able situation would be changed to one that is moder- 
ately favourable and more suitable for the high LPC 


leader. 


Path—Goal Theory 


Martin Evans and Robert House developed the path—goal 
theory of leader effectiveness based on the expectancy 
theory of motivation (see Chapter 5 for a discussion of 
expectancy theory).”' This theory posits that the basic role 
of the leader is to clear the subordinate’s path to the goal 
and that, through enabling others, the leader forms a con- 
nection between subordinate goals and the organization's 
goals. Path-goal theory proposes that a leader's role is to 
provide what is missing in the situational circumstance 


by examining the nature of 
the task, the operating envi- 
ronment, and subordinate 
skills and abilities to deter- 
mine which of the following 
four leader behaviours are 
best suited to improving sub- 
ordinate performance and 
satisfaction. The four leader 
behaviours are directive, 
supportive, achievement- 
oriented, and participative.” 


task structure The degree of 
clarity, or ambiguity, in the work 
activities assigned to the group. 


position power The 
authority associated with the 
leader's formal position in the 
organization. 


leader-member 
relations The quality of 
interpersonal relationships among 


_aleader and the group members. 
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The directive style is used when the leader must 
give specific guidance about work tasks, schedule work, 
and let followers know what is expected. Directive 
leadership achieves positive results when the task is 
ambiguous but can have a negative impact on subordi- 
nates when the task is clear or routine. The supportive 
style is used when the leader needs to express concern 
for followers’ well-being and social status. Supportive 
leadership increases the satisfaction for employees who 
work on tasks that are stressful, unpleasant, or frus- 
trating. The participative style is used when the leader 
must engage in joint decision-making activities with fol- 
lowers. Participative leadership allows subordinates to 
be involved in decision making, which promotes satis- 
faction. The achievement-oriented style is used when 
the leader must set challenging goals for followers and 
show strong confidence in those followers. Achieve- 
ment-oriented leadership encourages high perfor- 
mance by setting challenging goals, which can improve 
confidence. The key concepts in the theory are shown 
in Figure 12.2. 

In selecting the appropriate leader behaviour style, 
the leader must consider: 


SITUATIONAL FACTORS 


m Ability level describes the employee's skills and 
aptitudes as they relate to performing tasks and 
achieving goals. 


= Authoritarianism, which is the degree to which 
employees prefer to be told what to do, and how to 
do a job. 


= Locus of control is the extent to which employees 
believe they have control over goal achievement 
(internal locus of control) or that goal achievement 


THE PATH—GOAL THEORY OF LEADERSHIP 


Leader behaviour styles 
* Directive 

* Supportive 

* Participative 

* Achievement oriented 


Follower 
characteristics 

e Abiily leve 

e Authoritarianism 
® Locus of control 
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Workplace 
characteristics 

* Task structure 

¢ Work group 

* Authority system 


is controlled by outside forces (external locus of 


control). 


ENVIRONMENTAL FACTORS 


= Task structure describes the repetitiveness of the 
job. 

= Work group describes the relationships between 
followers. 


= Formal authority describes the extent of the leader’s 
position power. 


Consider two cases: first, where the followers are 
inexperienced and working on an ambiguous, unstruc- 
tured task. The leader in this situation might best use a 
directive style. Next, consider followers who are highly 
trained professionals, and the task is a difficult, yet 
achievable one. The leader in this situation might best 
use an achievement-oriented style. The path—goal theory 
assumes that leaders adapt their behaviour and style to 
fit the characteristics of the followers and the environ- 
ment in which they work. 

Actual tests of the path-goal theory and its proposi- 
tions have yielded conflicting results.”* Path-goal theory 
has intuitive appeal and reinforces the idea that the 
appropriate leadership stvle depends on both the work 
situation and the followers: however. it is an autocratic 
theory that assumes that group members do not know 
what is best for them, and that they require the leader to 
show the way. The whole theory is based on the leader's 
interpretation of the situation, and if the leader is flawed, 
or if the leader is removed from the equation for some 
reason, path-goal theory suggests that the whole system 
could fail. i 


Follower goals 
© Satisfaction 


© Rewards 
© Benefits 
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THE SITUATIONAL LEADERSHIP MODEL 


Unwilling 
and unable 
followers 


Telling 


Task behaviours — — 


Moderate 


Willing 


and unable 
followers 


Selling 


Give specific Clarify and Share ideas 
instructions explain with followers followers to 
and supervise decisions as and facilitate make the 
closely needed their decision decisions 
nen 


High 


Relationship High High 
behaviours 


Follower readiness 


Moderate 


Willing 
and able 
followers 


Unwilling 
but able 
followers 


Participating 


Empower 
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SOURCE: From Phitlips/Gully. Organizational Behavior, 1£. © 2012 South-Western, a part of Cengage Learning, Inc. Reproduced by permission. 


www.cengage.com/permissions 


Hersey-Blanchard Situational 
Leadership® Model 


The Situational Leadership® model, developed by 
Hersey and Kenneth Blanchard, suggests that the lead- 


Paul 


ers behaviour should be adjusted to the maturity level 
of the followers.?! The model uses the two dimensions 
of leader behaviour that have been established by behav- 
ioural research (task and relationship oriented) and con- 
trasts leadership stvles against follower readiness, which 
is determined using the follower’s ability and willingness 
to complete a given task. Follower readiness is broken 
down into four levels depending on the follower’s ability 
and willingness to complete the task: low, where group 
members are unwilling and unable; low-moderate, where 
employees are willing but unable; moderate where mem- 
bers are unwilling but able; and high, where members are 
both willing and able. These levels of readiness are shown 
in Figure 12.3. According to the Situational Leadership* 
model, a leader should use a telling style when a follower 
is unable and unwilling to do a certain task. This style 
involves providing instructions and closely monitoring 
performance. As such, the telling style involves consid- 
erable task behaviour and low relationship behaviour. 
When a follower is unable but willing to do a task, the 
leader can use the selling style in which there is high task 
behaviour and high relationship behaviour. In this case, 
the leader explains decisions and provides opportunities 
for the employee to seek clarification or help. Sometimes 
a follower will be able to complete a task but may seem 
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unwilling or insecure about doing so. In these cases, a 
participating style is warranted, which involves high rela- 
tionship but low task behaviour. The leader in this case 
encourages the follower to participate in decision making. 
Finally, for tasks in which a follower is able and willing, 
the leader is able to use a delegating style, characterized 
by low task behaviour and low relationship behaviour. 
In this case, follower readiness is high, and low levels of 
leader involvement (task or relationship) are needed. 
The Situational Leadership® model is simple and 
easy to apply, which makes it a useful assessment tool 
when deciding what leadership style to use. Maturity and 
competence of group members are often overlooked in 
discussions of leadership yet have critical implications 
for the leader’s effectiveness. The model, however, does 
not have a central hyputheses that can be tested, which 
could make it a more valid, reliable theory of leadership.” 


(> TRANSACTIONAL THEORIES 


Leader—Member Exchange (LMX) 


Leader—member exchange theory, or LMX, is a descrip- 
tive theory of leadership that focuses on how people 


nembe 


Leaner 


Transactional 


theories 
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relate to and interact with one another. LMX recog- 
nizes that leaders may form different relationships with 
followers, and do not treat each subordinate the same 
way. The fundamental idea behind LMX is that leaders 
form two groups of followers: in-groups.and out-groups. 
In-group members have a better relationship with the 
leader, often based on trust and respect that extends 
beyond the work environment.” In-group members 
tend to be more similar to the leader, and are typically 
given greater responsibilities, more rewards, and more 


attention. They work within the leader’s inner circle of 


communication. As a result, in-group members are more 
satisfied, have lower turnover, and have higher organi- 
zational commitment. In contrast, out-group members 
are outside the circle and receive less attention and 
fewer rewards. They are managed by formal rules and 
policies.”’ 

Research on LMX shows that in-group members 
are more likely to engage in organizational citizenship 
behaviour, while out-group members are more likely 
to retaliate against the organization.” One interesting 
finding is that more frequent communication with the 
boss may either help or hurt a worker's performance rat- 
ings, depending on whether the worker is in the in-group 
or the out-group. Among the in-group, more frequent 
communication generally leads to higher performance 
ratings, while members of the out-group who communi- 
cate more often with the superior tend to receive lower 
performance ratings.” 

Employees who enjoy more frequent contact 
with the boss also have a better understanding of the 
boss’s expectations. Such agreement tends to lead to 
better performance by the employee and fewer mis- 
understandings between employer and employee.*” 
In-group members are also more likely to support 


In-group members are more likely to engage in 
organizational citizenship behaviour. 
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the values of the organization and to become models 
of appropriate behaviour. If the leader, for example, 
wants to promote safety at work, in-group members 
model safe work practices, which in turn lead to a cli- 
mate of workplace safety.” 


(> INSPIRATIONAL LEADERSHIP 
THEORIES 


Leadership is an exciting area of organizational behav- 
iour, one in which new research is constantly emerging. 
Three new developments are important to understand. 
These are transformational leadership, charismatic lead- 
ership, and authentic leadership. These three theories 
can be called inspirational leadership theories because 
in each one, followers are inspired by the leader to per- 


form well. 


ranstornmatonal leadership 
Inspirational 
Chansmatic feadership 
tineories 


Servant 


TRANSFORMATIONAL LEADERSHIP Transactional 
leaders are those who use rewards and punishment to 
strike deals with followers and shape their behaviour. In 
contrast, transformational leaders inspire and excite fol- 
lowers to high levels of performance.” Transformational 
leaders appeal to ideals and moral values such as justice, 
equality, peace, and humanitarianism. They rely on their 
personal attributes instead of their official position to 
manage followers, and there is some evidence that trans- 
formational leadership can be learned. 

Transformational leadership requires trust on the 
part of followers, who must respect and admire their 
leader. The leader is charged with developing a vision, 
establishing trust and commitment, making followers 
aware of the importance and value of organizational out- 
comes, and inspiring members to forgo their own self- 
interest for the sake of the team.™ 

As North American organizations increasingly 
operate in a global economy, and as organizations move 
beyond command and control style management, there 
is a greater demand for leaders who can practise trans- 
formational leadership by converting their visions into 
reality and by inspiring followers to perform above and 
beyond the call of duty.* 

Leaders can be both transformational and transac- 
tional.*° Transformational leadership adds to the effects 
of transactional leadership, but exceptional transac- 
tional leadership cannot substitute for transformational 
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IN ACTION 


—— 


H oward Schultz, founder and chairman of Starbucks Coffee, 
is the transformational leader and visionary heart of 
Starbucks. He has grown his firm from a small specialty coffee 
bar into one of the best-known brands in the world. With the 
firm hoping to continue its rapid growth pace of 25-30 percent 
per year, Schultz's ability to develop new leaders within the firm 
(which helped Starbucks get where it is today) will be sorely 
tested. But given the enormous market for coffee worldwide 
(Starbucks currently has less than 10 percent of the market), the 
potential for further growth exists if the company can develop 
the people to tap it. 


SOURCE: K. Taylor, “From 8rooklyn to Billionaire: The Story of How Howard Schultz 
Transformed Starbucks Into an $84 Billion Business,” inc., December 13, 2017, https:// 
www.inc.com/business-insider/howard-schultz-chairman-former-ceo-starbucks 
-successful-billionaire-coffee.htm!, accessed May 20, 2018. 


leadership.* Transformational leader- 
ship encourages followers to set goals 
congruent with their authentic interests 
and values. As a result, followers see 
their work as important and their goals as 
aligned with who they are.* 


CHARISMATIC LEADERSHIP Steve 
Jobs, the late pioneer behind the Macin- 
tosh computer, the music download 
market, iPods, iPads, and iPhones, had an 
uncanny ability to create a vision and con- 
vince others to become part of it. This was 
evidenced by Apple’s success despite its 
major blunders in the desktop computer 
wars. Jobs’s unique ability was so pow- 
erful that Apple employees coined a term 
in the 1980s for it—the reality-distortion 
field. This expression is used to describe 
the persuasive ability and peculiar charisma of man- 
agers like Steve Jobs. This reality-distortion field allowed 
Jobs to convince even skeptics that his plans were worth 
supporting, no matter how unworkable they appeared. 
Those close to such managers become passionately com- 
mitted to possibly “insane” projects, without regard to 
the practicality of their implementation or competitive 
forces in the marketplace.” 
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You have to be burning 
with an idea, ora 
problem, or a wrong 
that you want to right. 
If you're not passionate 
enough from the start, 
you'll never stick it out. 


—Steve Jobs 


Charismatic leadership occurs when a leader 
uses the force of personal abilities and talents to have 
profound and extraordinary effects on followers.*° Char- 
ismatic leaders articulate ideological goals that are very 
different from the status quo, but still closely aligned 
to the mission of the group, as well as to shared values 
and aspirations of followers. They communicate high 
expectations of subordinate performance, and at the 
same time, express confidence in follower abilities. By 
creating a compelling vision of what the future could 
look like, charismatic leaders inspire enthusiasm and 
dedication among followers. Some scholars classify 
transformational leadership and charismatic leadership 
together, but charisma goes beyond leadership qualities, 
to inspire major changes in attitude, assumptions, and 
commitment. |! 

Seven attributes contribute to charismatic leader- 
ship*: (1) Extremity of vision—charismatic leaders are 
more likely to inspire visions that are very different from 
the status quo; (2) High personal risk—a leader who 
makes self-sacrifices and incurs high costs to achieve 
the vision they support is more likely to be viewed as 
charismatic; (3) Use of unconventional strategies—in 
order to achieve drastic change, unusual steps must be 
taken; (4) Accurate assessment of the situation—the 
inherent risks associated with drastic 
changes require that the leader have 
the skills and expertise to make a real- 
istic assessment of the constraints and 
opportunities they are confronted with; 
(5) Communication of self-confidence— 
leaders must be confident about their 
vision and their paths to achieving it; (6) 
Use of personal power—leaders must 
influence followers with power based on 
expert and referent power in order to be 
considered charismatic; and (7) Follower 
disenchantment—charismatic leaders 
emerge when there is a crisis situation, or 
when followers are dissatisfied with the 
status quo. It is this disenchantment that 
makes the leader’s vision and unconven- 
tional strategies appealing. 

Organizational behaviourists debate 
whether charisma is a trait that one is born with, or a 
skill that can be learned and developed. 

Charismatic leadership 
is not always a force for good. 
Researchers have attempted 
to demystify charismatic 
leadership and distinguish 


and talents in order to have 
profound and extraordinary 
effects on followers. 
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its two faces. The ugly face of charisma is revealed in 
the personalized power motivations of Adolf Hitler in 
Nazi Germany and James Jones of the People’s Temple 
cult: both men led their followers to struggle, conflict, 
and death. The positive face of charisma can be seen 
in Prime Minister Justin Trudeau’s movement toward 
equality and former U.S. President Barack Obama’s 
“rock-star quality” that inspired a nation to hope for 
change. In each case, followers perceived the leader as 
imbued with a unique vision and unique abilities to lead. 

Despite the sometimes warm emotions charismatic 
leaders can evoke, some charismatic leaders are narcissists 
who listen only to those who agree with them and do not 
seek advice from those who disagree.“ Although charis- 
matic leaders with socialized power motivation are con- 
cerned about the collective well-being of their followers, 
charismatic leaders with a personalized power motivation 
are driven by the need for personal gain and glorification.” 

Charismatic leadership styles are associated with 
several positive outcomes. One study reported that firms 
headed by more charismatic leaders outperformed other 
firms, particularly in difficult economic times. Perhaps 
even more important, charismatic leaders were able to 
raise more outside financial support for their firms than 
noncharismatic leaders, meaning that charisma at the 
top may translate to greater funding at the bottom.” 


SERVANT LEADERSHIP Robert Greenleaf was 
director of management research at AT&T for many 
years. He believed that leaders should serve employees, 
customers, and the community, and his essays are the 
basis for today’s view called servant leadership. His per- 
sonal and professional philosophy was that leaders lead 
by serving others. Other tenets of servant leadership are 
that work exists for the person as much as the person 
exists for work, and that servant leaders try to find out 
the will of the group and lead based on that. Servant 
leaders are also stewards who consider leadership a trust 
and desire to leave the organization in better shape for 
future generations.*’ Although Greenleaf’s writings were 
completed 30 years ago, many have now been repub- 
lished and are becoming more popular. 


©) Important coNncePrs In 


LEADERSHIP 


Theories of leadership have thus far been unable to com- 
pletely and accurately describe the process of leadership 
in all situations, but essential components that contribute 
to effective leadership have been discovered. 
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Emotional Intelligence 


It has been suggested that effective leaders possess 
high levels of emotional intelligence, which is the ability 
to recognize and manage emotions in oneself and in 
others. (See Chapter 4 for a complete discussion.) 
Emotional intelligence is made up of several competen- 
cies, including self-awareness, empathy, adaptability, 
and self-confidence. Emotional intelligence affects the 
way leaders make decisions. Under high stress, leaders 
with higher emotional intelligence tend to keep their 
cool and make better decisions, while leaders with low 
emotional intelligence make poor decisions and lose 
their effectiveness.** While most people gain emo- 
tional intelligence as they age, not everyone starts with 
an equal amount. Fortunately, emotional intelligence 
can be learned. With honest feedback from coworkers 
and ongoing guidance, almost any leader can improve 
emotional intelligence and, with it, the ability to lead in 
times of adversity.” 

Some researchers argue that emotional intelligence 
is more important for effective leadership than either IQ 
or technical skills,” though others insist that claims about 
the importance of emotional intelligence are “hyper- 
bolic” and unwarranted.*! Research on emotional intel- 
ligence is only 20 years old, so much more work needs 
to be done to determine the nature of the relationship 
between leadership and emotional intelligence, though 
there appears to be a correlation. 


Trust 


Trust is an essential element in leadership. Trust is the 
willingness to be vulnerable to the actions of another.” 
This means that followers believe that their leader will 
act with the followers’ welfare in mind. Trustworthiness 
is also one of the competencies in emotional intelligence. 
Trust among top management team members facilitates 
strategy implementation; that means that if team mem- 
bers trust each other, they have a better chance of get- 
ting “buy-in” from employees on the direction of the 
company.” And if employees trust their leaders, they will 
buy in more readily. 

Leaders must not only come to trust their subordi- 
nates, but also express that trust. Research has shown 
that workers who believe their boss trusts them (called 
“felt trustworthiness”) enjoy their work more, are 
more productive, and are more likely to “go the extra 
mile” at work and perform organizational citizenship 
behaviours.”! 

Effective leaders also understand both whom to 
trust and how to trust. At one extreme, leaders often 
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trust a close circle of advisors, listening only to them 
and gradually cutting themselves off from dissenting 


opinions. At the opposite extreme, lone-wolf leaders 
may trust nobody, leading to preventable mistakes. Wise 
leaders carefully evaluate both the competence and the 
position of those they trust, seeking out a variety of opin- 
ions and input.” 


Ethics 


The leaders of any organization, whether a community 
sports team or a multinational corporation, directly influ- 
ence the behaviour of members. Leaders set the tone 
for the organization’s culture and are the embodiment of 
how members are expected to behave (see Chapter 13 
for a more complete discussion of how leaders create 
culture). Business leaders are often required to make 
decisions that involve conflicting interests, and in order 
to encourage a strong and moral culture, they must con- 
sistently display transparent, ethical behaviour and avoid 
abusing their power. 

Ethical leadership requires attention not only 
to business practices, but also to relationships. From 
accounting scandals to abusive management practices, 
leaders must actively strive to ensure that what happens 
within the organization consistently aligns with organiza- 
tional values. Leaders who show concern for employee 
rights and treat their employees fairly are perceived as 
ethical. When leaders are perceived as ethical, followers 
are more ethical, and organizational commitment is 


56 
greater. 


Gender and Leadership 


Historical stereotypes persist, and people frequently 
characterize successful managers as having more mas- 
culine attributes than feminine attributes.*’Although 
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legitimate gender differences may exist, it is more 
likely that the same leadership traits may be inter- 
preted differently in a man and a woman because 
of preconceived notions and perceptual biases. For 
instance, women are judged as less confident than they 
actually are because of their tone of voice and word 
choice when speaking.® 

Evidence suggests that feminine personalities tend 
to use a more people-oriented style that is inclusive 
and empowering, and feminine managers excel in posi- 
tions that demand strong interpersonal skills.°° Though 
more and more women are assuming positions of lead- 
ership in organizations, much of what we know about 
leadership is based on studies that were conducted 
on men, by male researchers, which implies that our 
current understanding of leadership is undoubtedly 
gendered. Organizational researchers have begun to 
investigate how women lead and the reasons for their 
under-representation in senior leadership roles, but 
this research is in its infancy, and much more needs 
to be done before conclusions and resolutions can be 
presented. 

Recent research has identified the phenomenon 
of the glass cliff (as opposed to the glass ceiling dis- 
cussed in Chapter 2). The glass cliff represents a trend 
in organizations where women appear to be more 
likely to achieve leadership roles during periods of 
crisis when the likelihood of failure is highest. Several 
theories have attempted to explain this phenomenon 
ranging from the view that women are offered poor 
opportunities because they are considered expend- 
able and better scapegoats,®! to people believing that 


Companies with Female 
CEOs Outperform Those 
Led by Men 


f\ s more women rise to the rank 
of CEO, the natural question 


arises as to whether companies led by female or male CEOs 


fare better. Researchers at Quantopian, a trading platform, 
used a crowdsourced algorithm to compare the performance of 


Fortune 1000 companies with female CEOs between 2002 and 
2014 with the S&P 500’s performance during the same time. The 
result: Companies led by females produced equity returns 226% 
better than the S&P 5090. 


com/2015.03,02) eomen-ted-companies-pertorm-three-times-hetter-than- 


followership The process 
of being guided and directed 
by a leader in an organizational 
environment. 
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women are better suited to lead in unsuccessful times 
because they are more nurturing, caring, and cre- 
ative.” Another theory suggests that women are more 
likely than men to accept glass cliff positions due to the 
lack of alternative opportunities combined with male 


in-group favouritism.” 


©) FoLLoweRsHie 


While theories of leadership continue to be researched, 


and new dimensions of leadership are 
being investigated and refined, the con- 
cept of followership, which is the 
actions and behaviours of those being 
led, is gaining ground in organizational 
behaviour research. Much of the lead- 
ership literature suggests that leader 
and follower roles are highly differenti- 
ated, yet that same research has focused 
only on the leader's role in goal attain- 
ment, completely ignoring the follower’s 
(arguably more important) role in that 
relationship. The traditional view casts 
followers as passive, but a more contemporary view 
casts the follower role as an active participant in orga- 
nizational behaviours, and an integral component to 
the leadership process. It must be acknowledged that 
followers play a critical role within the organization, 
because ultimately, it is the followers, their behaviour, 
and their work that either establishes a leader’s success 
or rejects their efforts to lead. 

Much like leadership, 
there are trait, behavioural, 
and constructionist theories 
devoted to understanding 


Pin, 


Followers are active participants in organizational 
behaviours. 
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He who cannot be a 
good follower cannot 
be a leader. 


—Aristotle 


99 


and explaining follower behaviour, though these the- 
ories are in their infancy. Much of the early work in 
the research has set itself to exploring the myths and 
misunderstandings about followership. The traditional 
concept that leaders are active while followers are pas- 
sive is demonstrably incorrect, and yet this miscon- 
ception persists. Followers influence their leaders at 
every level of the hierarchy”—not only through formal 
channels of communication, but also through the orga- 
nization’s culture (see Chapter 13); impression man- 
agement and organizational citizenship behaviours (see 
Chapter 3); through leader—-member 
exchange (see  “Leader-Member 
Exchange (LMX)” in this chapter); and 
in all the myriad ways that empowered 
followers interact with their leaders. 
One organization that recognizes the 
active role of followers is the U.S. Army, 
which has a military doctrine called mis- 
sion command that states “that the com- 
mander in the field is always right and 
the rear echelon is wrong, unless proven 
otherwise.” This means that the “front 
line” is assumed to be correct. and the 
“control centre” is assumed to be wrong, until proven 
otherwise.” 

As organizations move toward empowerment and 
as they embrace self-directed work teams, the follower 
role can be seen as one of self-leadership in which the 
follower assumes responsibility for influencing their own 
performance.” Good followers are desirable employees: 
They are not only technically capable, but also comply 
with orders and requests, and act appropriately when 
not being directly supervised. They are self-aware, they 
seek improvement, and they accept responsibility for 
their actions. 


Types of Followers 


Contemporary work environments are ones in which 
followers recognize their interdependence with leaders 
and learn to challenge them while at the same time 
respecting the leaders’ authority. Effective followers 
are active, responsible, and autonomous in their behav- 
iour and critical in their thinking without being insub- 
ordinate or disrespectful; in essence, they are highly 
engaged at work. 

Followers can be categorized in two dimensions: 
(1) activity versus passivity, and (2) independent, critical 
thinking versus dependent, uncritical thinking.” These 


two dimensions create a grid that identifies five types of 
follower, as shown in F igure 12.4. 
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FIVE TYPES OF FOLLOWERS 


independent, critical thinking 


Alienated 
followers 


Effective 
followers 


Survivors 


Passive | Active 


Dependent, uncritical thinking 


SOURCE: Reprinted by permission of Harvard Business Review. From’“In Praise of Followers” by R. E. Kelley (November— 
December 1988): 145. Copyright © 1988 by Harvard Business School Publishing Corporation; all rights reserved, 


Alienated followers think independently and 
critically, yet are very passive in their behaviour. As a 
result, they become psychologically and emotionally 
distanced from their leaders. Alienated followers are 
potentially disruptive and a threat to the health of the 
organization. 

Sheep are followers who do not think independently 
or critically and are passive in their behaviour. They 
simply do as they are told by their leaders. 

Yes people are followers who also do not think inde- 
pendently or critically, yet are very active in their behav- 


iour. They uncritically reinforce the thinking and ideas of 


their leaders with enthusiasm, never questioning or chal- 
lenging the wisdom of the leaders’ ideas and proposals. 
Yes people are the most dangerous to a leader because 
they are the most likely to give a false positive reaction 
and give no warning of potential pitfalls. 

Survivors are the least disruptive and the lowest-risk 
followers in an organization. They perpetually sample 
the wind, and their motto is “better safe than sorry.” 

Effective followers are the most valuable to a leader 
and an organization because of their active contributions. 
Effective followers share four essential qualities. First, 
they practise self-management and self-responsibility. 
A leader can delegate to an effective follower without 
undue anxiety about the outcome. Second, they are com- 
mitted both to the organization and a purpose, principle, 
or person outside themselves. Effective followers are 
not self-centred or self-aggrandizing. Third, effective 
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followers invest in their own competence and profes- 
sionalism and focus their energy for maximum impact. 
Effective followers look for challenges and ways in which 
to add to their talents or abilities. Fourth, they are coura- 
geous, honest, and credible.” 


©) GUIDELINES FOR LEADERSHIP 


Leadership is a key to influencing organizational behav- 
iour and achieving organizational effectiveness. When 
external artifacts are eliminated, studies of leadership 
succession show a moderately strong leader influence on 
organizational performance.” With this said, it is impor- 
tant to recognize that other factors also influence orga- 


nizational performance. These include environmental 
factors (such as general economic conditions) and tech- 
nological factors (such as efficiency). 

Leaders play a central role in setting the ethical tone 
and moral values for their organizations. Five useful 
guidelines have emerged from the extensive leadership 
research of the past 60 years: 


1. Leaders and organizations should appreciate the 
unique attributes, predispositions, and talents of 
each leader. No two leaders are the same, and 
there is value in this diversity. 


bo 


Although there appears to be no single best style of 
leadership, there are organizational preferences in 
terms of style. Leaders should be chosen who chal- 
lenge the organizational culture when necessary, 
without destroying it. 


3. Participative, considerate leader behaviours that 
demonstrate a concern for people appear to 
enhance the health and well-being of followers in 
the work environment. This does not imply, how- 
ever, that a leader must ignore the team’s work 
tasks. 

4. Different leadership situations call for different 
leadership talents and behaviours. This may result 
in different individuals taking the leader role, 
depending on the specific situation in which the 
team finds itself. 

5. Good leaders are likely to be good followers. 
Although there are distinctions between their 
social roles, the attributes and behaviours of 
leaders and followers may not be as different as is 
sometimes thought. 
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ome of North America’s best-known companies seem to have perfected the art of grooming and producing exceptional 
See Companies such as General Electric, Johnson & Johnson, PepsiCo, and several others have strong leadership develop- 
ment programs in place that help them identify and groom employees for leadership positions. These leaders in turn are instru- 
mental in guiding the organization to the goal of delivering on its promises. 

One research study examined the internal processes of leadership development across 150 of the top leader-producing firms 
and identified five key principles that were common to all the organizations. 

What do top leader-producing firms do? They: 


= Identify leaders who are proficient at setting organizational strategy and identifying talent within the company. 


m Focus on customer expectations of the firm and ensure that leadership never loses sight of those expectations. 


« Evaluate leader performance and effectiveness against these customer expectations. 


m Develop leadership training that includes skill development specific to meeting customer expectations. 


ms Periodically evaluate the success of leadership development, including asking customers for feedback on com- 


pany leadership. 


SOURCE: D. Ulrich and N. Smallwood, “Building a Leadership Brand,’ Harvard Business Review 85(7, 8) (2007): 92-100. 
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L] Rip out the Chapter Review card at the end of the book 
to review Key Concepts and Key Terms. 


[1 Take a“What about You?” Quiz related to material in the 
chapter. 


[] Read additional cases in the Mini Case and Shopify Running 
Case sections. 
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Take a “What about You?” Quiz related to material in the 
chapter. 


Test your understanding with a quick Multiple-Choice Pre- 
Test quiz. 


Read the eBook, which includes discussion points for 
questions posed in the Cases. 


Watch Videos related to chapter content. 


Use the available Flashcards and Matching Quizzes to test 
your understanding of key terms and concepts. 


See how much you've learned by taking a Post-Test. 


WHAT ABOUT YOU? 


How Does Your Supervisor Lead? 


Answer the following 16 questions concerning your supervisor's 
(or professor's) leadership behaviours using the seven-point 
Likert scale below. Then complete the summary to examine your 
supervisor's (or professor's) behaviours. 


NOT AT ALL VERY MUCH 
1 2 3 4 5 6 i 


Is your superior strict about observing regulations? 
1253 45°67 


To what extent does your superior give you instructions and 
orders? 
25374) S687 


Is your superior strict about the amount of work you do? 
123 7 


Does your superior urge you to complete your work by the time 
he or she has specified? 
1 203 °4eS) 6 7 


Does your superior try to make you work to your maximum 
capacity? 

23 455) 67, 

When you do an inadequate job, does your superior focus on the 


inadequate way the job was done instead of on your personality? 
123 45 6 7 


Does your superior ask you for reports about the progress of 
your work? 
izes 4+ 5 6 7 


Does your superior work out precise plans for goal achievement 
each month? 
23 4°56 7 


Can you talk freely with your superior about your work? 
NZS e456) 7 
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Generally, does your superior support you? 
N23 04 SS a6n/ 


Is your superior concerned about your personal problems? 
(234 5 6 7 


Do you think your superior trusts you? 
| 2s aw SH 7 


Does your superior give you recognition when you do your job 
well? 
es 45 6 7 


When a problem arises in your workplace, does your superior ask 
your opinion about how to solve it? 
N23 2450.7, 


Is your superior concerned about your future benefits like pro- 
motions and pay raises? 
eZee 4 5e Of, 


Does your superior treat you fairly? 
12°36) G7 


Add up your answers to Questions 1 through 8. This total indi- 
cates your supervisor's (or professor's) performance orientation: 


Task orientation = 


Add up your answers to Questions 9 through 16. This total indi- 
cates your supervisor's (or professor's) maintenance orientation: 


People orientation = 


A score above 40 is high, and a score below 20 is low. 


SOURCE: Reprinted from “The Performance-Maintenance Theory of Leadership: Review of a Japanese 
Research Program” by J. Misumi and M. F. Peterson published in Administrative Science Quarterly 30 (1985): 
207 by permission of Administrative Science Quarterly © 1985. 
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MINI CASE : 
ec cacc cece nn —————_—_————_ 


wane Casey is the winningest coach in the history of the 
OE Raptors basketball franchise. When Casey first 
joined the team in 2011, the Raptors were one of the worst 
teams in the league, and had consistent losing seasons (where 
they lost more games than they won). But only two years later, 
in 2013, the Raptors made it to the playoffs, and they have 
returned every year since. Dwane Casey is credited with over- 
hauling the Raptors’ culture, and developing top-rated talent 
for the Raptors, by holding all players accountable to the same 
high standards, from star players to relative unknowns. He is 
known as a coach who enforces strict team rules that are clearly 
communicated to all players at the start of the season. 


He focused the team’s efforts on strength and conditioning, by 
challenging each player to reduce their body fat to less than 

10 percent (which all but one player achieved), and he assigned 
all players specific goals in the off-season and monitored their 
progress through summer. Players who failed to reach their 
targets were given extra workouts. He required players to have 
their shirts tucked during practice; if a player was late for a 
practice or a team meeting, they were fined; if players failed 

to pick up after themselves, they were fined. Casey has been 
quoted as saying “If a guy’s not disciplined off the floor he’s not 
going to be disciplined on the floor.” 


Casey also enforced team building and cohesion. The Raptors 
had one of the youngest rosters in the NBA, with approximately 
two-thirds of the team being young players, while one-third 
were veterans. Casey actively promoted unity between the 
groups by requiring all team members to put in the same 
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amount of time on the court, and then leaving together on the 
team bus when practice was over. 


The 2017-2018 season was Toronto's most successful year. The 
team finished first in the Eastern Conference with a franchise 
record 59 wins in the regular season. On May 9, Casey was 
named the NBA’s Coach of the Year by his peers. However, on 
May 11, Casey was fired by the Raptors. 


After finishing at the top of their division, and beating the 
Washington Wizards in the first round of playoffs, the Raptors 
were favoured to win round two against the Cleveland 
Cavaliers, but the team didn’t win a game, and were swept 
0-4. This is the second year in a row that the Raptors have 
been eliminated from the Eastern Conference semifinal 
playoffs without winning a game against the Cavaliers. It 
seems that what worked in the regular season hasn't worked 
for the Raptors in the post season, and while Dwane Casey 
received his share of credit for the Raptors’ regular season, 
he is receiving all of the blame for the Raptors’ post-season 
performance. 


Apply Your Understanding 
1. Is Dwane Casey a leader or a manager for the Toronto 
Raptors? 


2. Describe how Dwane Casey was able to change the Rap- 
tors’ culture. 


3. How does the Leader-Member Exchange (LMX) theory of 
leadership apply to this case? 
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RUNNING CASE 


GROWING THE BRAND 


In May 2018, Shopify executives spent two days at the com- 


pany’s annual Unite Conference for deve 


sad partne 


discussing ways to grow the Shopify brand. Shopif) 
f py creating new 
elp secure Snopity'’s position 
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SHOPIFY 


physical locations including debit and credit card tap 
readers; support for foreign currencies and digital payment 
methods; and products and services in languages other 
than English to help attract new merchants and expand 
their global market. 


Justin Trudeau attended the Unite Conference and said, 
“What you're doing is really creating opportunities for indi- 
viduals, for small businesses, for entrepreneurs to succeed 
in very real tangible ways. That's one of the real differences 
[between] the stereotypical view of the American Dream 
versus the Canadian dream.” 


SOURCE: https://www.theglobeandmail.com/business/technotogy/article-shopify-looks-to-offer-more 
-services-products-as-part-of-growth/ 


Apply Your Understanding 


1. What type of leadership does Tobias LUtke use? 


What type of followers most likely make up the Shopify 


executive team: 


(ee) 


your answer to question 2, and using the Hersey- 
Blanchard Situational Leadership® model, what type of 


leadership style could Tobias LUtke use? 


THE CANADIAN PRESS/Nathan Denette 
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Organizational 
Culture 


LEARNING OUTCOMES 


After reading this chapter, you should be able to do the following: 


Explain what culture means to an organization. Explain how new organizational members are socialized. 


Identify and evaluate the levels of culture. * Discuss how leaders can change organizational culture. 


Describe how culture is started, shaped, and reinforced. Describe how culture relates to organizational performance. 


See the end of this chapter for a list of available Study Tools, 
536 a “What about You?” Quiz, Mini Case, and the Shopify Running Case. 


Most of the communities to which we 
belong have their own culture: our racial, 


religious, and_ political affiliations: our Our culture is fr iendly 


workplace; even recreational clubs have 


their own culture. Many times, the cul- 


and intense. but if mitted.” Culture also provides an element 


of stability and predictability to an organi- 


ture is so ingrained in our behaviours that push comes to shove zation. Culture shapes the way employees 


we don’t even recognize that our actions 
are being affected. Organizational cul- 


we'll settle for intense. 


respond to stress and conflict, and helps 
to provide direction when the unexpected 


ture affects every interaction between —dJeff Bezos occurs. 


members of an organization, and every 
individual, in turn, affects the culture. 
Considering culture’s impact on individ- 
uals and organizations, it is important to 
be able to recognize cultural symbols and behaviours, 


and know how to manage and direct them. 


ir) WHAT IS ORGANIZATIONAL 
CULTURE? 


An organization’s culture explains why it operates the 
way it does, and why its employees behave the way they 
do. It is the fundamental component of the organiza- 


tional identity, yet, even though organizational culture 
impacts every decision and every interaction within an 
organization, many people become aware of their cul- 
ture only when they have the opportunity to compare 
‘it against another. The word culture encompasses the 
values, norms, beliefs, and customs of a group, every 
organization has its own unique culture. 
Organizational culture is the consistent, shared, 
observable patterns of behaviour in organizations.’ 
Organizational culture describes the expectations and 
perceptions that affect decisions and behaviours within 
an organization, and defines what behaviours are appro- 
priate and expected (and what behaviours are not) for 


members. Culture is a very broad concept and includes 


every group has a unique makeup of norms, values, 
habits ae culture can be used to distinguish between 
groups.” 

The most basic function of a as is that it serves 


aa guide hekaviemy are an impenant eat of culture, 


and norms can be both prescriptive (describing what one 
should do) and prosériptive (describing what one should 


not do). This control mechanism provides a sense of 
identity and belonging to members and increases their 


Components of Organizational 
Culture 


Organizational culture has three different components’: 


1. The structural system of an organization. This 


describes the formal structures, policies, strate- 
gies, and management processes that an organiza- 
tion uses to enact its ae “ay ace These 
include its formal) bjectives, ‘its authority 
and power amature: reward raemtnd recruit- 


ment and training operations, and other manage- 
rial processes. 


. The ext 


Lo 


is, of an organi- 


zation. This porte: Fone emo assign and 
share meanings and values among members. It is 
this system that unifies and legitimizes member 
beliefs and provides standards for organizational 
NEI UES This pee is Stas wee nee Ls 


3. The tndividuals Who make up the organization. As 


individuals are influenced by their external envi- 
ronment, internalizing norms and aligning them- 
selves with the values that surrounded them, they 
also affect that environment. It follows then, that 

a group of individuals, with their myriad attitudes, 
values, and personalities, who interact frequently, 
will likely develop an internal identity that reflects 
a consistent set of values. People within an organi- 
zation become contributors and fabricators of orga- 
nizational meaning and values. 


Impact of Culture on Organizational 
Members 


Perception of how well one 
fits with an organization’s 


' organizational 
culture influences whether g 


culture Consistent, shared, 


a person is attracted to the observable patterns of behaviour 
organization, whether it be a that distinguish between groups. 


CHAPTER 13: Organizational Culture 


237 


community sports team or a potential employer.’ Studies 
indicate that there are small but consistent links between 
culture and personality, and people are attracted to orga- 
nizations with features similar to their own personalities.” 
Research shows, for example, that highly extraverted 
students were attracted to aggressive and team-oriented 
cultures and less interested in supportive cultures. Those 
who ranked high on openness to experience (see Chapter 3 
for a discussion on components of personality) were 
attracted to innovative cultures, while students with high 
neuroticism were less attracted to innovative cultures.* 

Perception of how well an employee fits in with 
the organization's culture also influences the decision 
to offer employment.’ How closely aligned individual 
values are with organizational culture is a good predictor 
of job satisfaction and organizational commitment," as 
well as coworker satisfaction, trust in managers, indica- 
tors of strain, and intention to quit.'* 


Differentiation of Culture 


Culture affects all interactions within an organization. 
It affects the way people address each other, how much 
status influences interactions, whether information is 
shared and with whom, how much people “joke around,” 
and whether employees are likely to see each other 
socially and consider each other friends or as simply col- 
leagues. When we discuss an organization’s culture as 
a whole, what we are truly referencing is its dominant 
culture. The dominant culture describes the over- 
arching core values that are shared by most members 
of the organization. It is the amalgamation of all of the 
different components of culture used to describe the 
organization's personality as a whole. But many organi- 
zations, especially large ones, often have regionalized 
subcultures. 

A subculture is a unique microculture created 
within a subset unit of the organization. Subcultures 
typically evolve in identifiable units within the organiza- 
tion in response to external problems, or situations that 
members experience. Often, subcultures are the result 

of an organization's divisions, 


dominant culture The so functional departments 
overarching core values shared will often have their own 
by most members of the subculture. Engineering, 


organization. 


marketing, production, and 


subculture A microculture planning are four common 
created within a subset unit ofthe | organizational divisions that 


Organization. 


typically have their own 


counterculture Subcultures unique subcultures. Even 


with values that oppose the 


domi 
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management may be con- 


nant culture, . 
sidered a subculture with 
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its own set of values in contrast to non-managers.”* Dif- 
ferent organizational teams also share a culture that is 
somewhat different than the organization’s dominant 
culture. (Consider Chapter 9's discussion of group norms 
to understand how and why this occurs.) Subcultures 
are not limited to business organizations; consider the 
offensive and defensive lines of a sports team—though 
united by the teams dominant culture, the offense and 
the defense often have different “personalities.” 

Individual departments or functional units within an 
organization often have a subculture that is unique to that 
particular unit, but these subcultures normally include 
the core values of the dominant culture. Sometimes, 
however, some groups have values that oppose the domi- 
nant culture, making them a counterculture. Organi- 
zations, then, are collections of various subcultures that 
operate within the larger whole. That is not to say that 
organizational subcultures always get along; subcultures 
often compete for power, control, and resources. Sub- 
cultures, including countercultures, can increase stress 
and conflict within the organization; however, they also 
challenge the status quo and can identify ways in which 
the organization needs to change to adapt to dynamic 
business environments.!* 


Advantages and Disadvantages 
of Organizational Culture 


ADVANTAGES Organizational culture can provide 
significant benefits to an organization. It can increase 
the organization’s marketability, improve productivity, 
decrease conflict, increase employee satisfaction, and 
provide stability. In addition to being one of the prime 
factors that determines who chooses to apply to the 
organization, and hence what type of talent the orga- 
nization can attract, culture serves to reinforce the way 
the company does business. Cultures can encourage 
creativity, problem solving, and innovation (which can 
be critical for tech or development companies) or they 
can reinforce punctuality and rigid adherence to policy 
and schedules, (which is equally important for manufac- 
turing companies). The beliefs, norms, and values that a 
culture promotes can guide members’ behaviours, and 
to the degree that the culture helps the organization fit 
into, and respond to, its environment, then culture is a 
powerful tool for directing and focusing members and 
increasing organizational productivity." 
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Some cultures encourage open, and casual behaviour, 
with jeans and T-shirt dress codes, open-concept work 
spaces, wall-less offices, team orientation. and break- 
rooms with games or free food; this culture serves to 
encourage open, casual communication among all levels 
of employees. Other cultures are more suit-and-tie ori- 
ented, maintaining strict hierarchical divisions between 
managers and employees with offices whose doors 
remain closed, and with expectations that meetings will 
be scheduled, through assistants, well in advance. This 
culture sets clear expectations that casual conversation is 
not welcome, and in-office discussions will concern work 
topics, not social pleasantries. 

Providing organizational members with cues about 
what types of behaviour are acceptable; what types of 
conversation are expected and when, and where: and 
what the core values of the orgdnization are acts to 
reduce member uncertainty and provides a framework 
for the day-to-day operations of the organization. When 
members know what to expect, they are better able to 
fulfill their role within the organization. 


DISADVANTAGES Organizational culture is not 
always the answer to organizational problems. Often, 
organization culture is the source of an organization’s 
problems.’° If an organization’s culture is very weak, 
then every change to the organization will result in a 
change to the culture. This instability means that mem- 
bers don’t know what to expect from day to day, which 
can be stressful, and can also result in increased polit- 
ical behaviours, as individuals seeks to gain what power 
and resources they can. 

Too-weak cultures are a liability, but so are cultures 


that are too strong: Strong cultures are often resistant — 


to change, which can cause the organizational culture to_ 
stagnate—that is, they fail to change with the environ- 
ment.'” The stability that started as an advantage turns 
into a disadvantage when it becomes intractable and pre- 
vents the culture from adapting and developing. Strong 
but stubborn cultures become barriers to diversity as 
employees who do not fit the cultural expectation will 
choose to leave the organization, further reinforcing the 
strong culture. Stagnant cultures allow the organization 
to become out of sync with customers, competitors, and 
other important stakeholders.” 

Finally, cultures can become misaligned with orga- 
nizational values. 
Oo ; alues 
opposite. One common occurrence of misaligned cul- 
ture is unethical culture. Because culture is dynamic and 
responsive to many factors, if the organization allows its 
ethical code to slip, without swift corrective action, it may 
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find that all employees begin to act in ways that are not in 
keeping with the stated ethical values." If one employee 
cheats but gets away with it, or worse Bets Ve) 


quickly. meena some nals seem to rear mani 
behaviours either by not adequately punishing trans- 
gressors and allowing the Perel to continue, or by 


outright promoting the behav 
20 


©) LEVELS OF ORGANIZATIONAL 
CULTURE 


Organizational culture has three distinct levels (see 
Figure 13.1), which broadly categorize how easily an 
observer can identify the cultural component. The upper 
level, called artifacts, encompasses the most visible and 
recognizable components of culture. The middle level 
describes shared and espoused values within the organi- 
zation, and the lowest level describes the subconscious 
underlying assumptions that are embedded within the 
organization's culture.*! 


Artifacts 


Artifacts are the visible expressions of a culture, and 
include the way people behave; stories; rituals; and sym- 
bols, which can include everything from how people 
dress to physical attributes, such as the use of space 
and interior design.” Artifacts are the most visible and 
accessible level of culture, though their meanings are not 
consistent across organizations, or even across time, so 
interpreting artifacts is not always straightforward. 
Behavioural artifacts describe the consistent pattern 
of behaviour within the organization. Any organizational 
behaviour that can be observed is a behavioural artifact. 
How polite are people within the organization? How def- 
erential are they to customers or authority figures? How 
do people speak to one another in meetings or in the 
breakroom? Behavioural artifacts are powerful learning 
tools for employees,”* because individuals often learn by 
i rs. behaviour a 
anmmeemtiiiieait sce: behaviour can clarify 
what is important and coordinate the work of employees, 
in effect negating the need for close supervision.” 
Ceremonies and rites are any relatively elaborate | 
sets of activities that are enacted on important occa- 
sions.” These occasions pro- 
vide organizations with the 
opportunity to encourage 


bat 


artifacts The visible 
expressions of a culture. 
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FIGURE 13.1 
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SOURCE: Adapted fram E. H. Schein, Organizational Culture and Leadership, 4th ed. (San Francisco: Jossey-Bass, 2011 


rewarding and recognizing 


desired behaviours by 
employees whose behaviour is preferred. Ceremoni 

and rites send a message that individuals who both 
espouse and exhibit certain values are to be admirec 


and emulated. Ceremonies and rites also bond orga 


nizational members together. Edmonton-based Intuit 
Japan Considers 


f AS | Making Vacations 
f | [] Mandatory 
pee workers often work 


long days of 13 hours or more 
and sleep as little as 35 hours a week—a schedule that leads 
sometimes to karoshi, which means death by.overwork. When 
karoshi is paired with the concept of kaizen, or continuous 
improvement, workers seldom. if ever take a vacation. The 


Japanese government is considering legislation that would 
make five days of paid vacation mandatory each year, There is 
growing evidence that young people work-long and intense 
hours and die young. Grieving families have started non-profit 
organizations to influence business and government to change 
the culture of overwork. 


SOURCE: A. Peters, “in Japan, It Soon May Be Iitegat Not to Take Vacation,’ Fast Company, March 11, 2815, 
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¢ Behaviour 
e Ceremonies 


and rites 
e Rituals am 
« Stories ' 
¢ Symbols 
¢ Enacted values 
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they send 1 clear message about “the way we ck things 
around hy r€ Do membi rs take coffee breaks together? 
r = ] e ) a 
Do people it lune h it thei cate k? Do they share per- 
} 1 + 
sonal information and plans for the upcoming weekend? 
Some organizations require that people address each 


other formally by their titles to reinforce a professional 
image (Mr., Mrs., Dr., Your Honour) while others prefer 
to ope rate on a first-name basis 

Stories are one of the most effective ways to rein- 
force organizational values.” As they are retold. stories 
personalize the organization and are especially helpful 
in orienting new employees. To be effective cultural arti- 
facts, stories must be credible: A story about a flat corpo- 


rate hierarchy in an organization with reserved parking 
a 5 
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TABLE 13.1 Si 


Rite 


Rites of passage 


Rites of enhancement 


Rites of renewal 
Rites of integration 
Rites of conflict reduction 


Rites of degradation 


TES IN ORGANIZATIONS 


Effect 


—— ———e 


has changed 


ment to learning and growth 


in organizations 


norms of behaviour 


Reinforce the achievement of individuals 


Show that an individual's status within the organization 


Emphasize change in the organization and commit- 
Unite diverse groups or teams within the organization 
and renew commitment to the larger organization 


Deal with conflicts or disagreements that arise naturally 


Visibly punish persons who fail to adhere to values and 


Ceremony 


Promotion celebrations 


Awarding certificates to sales contest winners 


Professional development activities 


Company functions such as annual picnics or Christmas 
parties 


Grievance hearings and the negotiation of union 
contracts 


Publicly replacing a CEO for unethical conduct or for 
failure to achieve organizational goals 


SOURCE: H.M. Trice, and J, Beyer, “Studying Organizational Cultures through Rites and Ceremonials,” Academy of Management Review 9 (1984): 653-669. 


spaces for managers (a distinctly hierarchical reward) can 
lead to cynicism and mistrust. Certain themes commonh 


appear in stories across different types of organizations”: 


1. 


i) 


we) 
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Stories about how the company started. These sto- 
ries often serve to reflect the work ethic or intel- 
ligence of the founder. 

Stories about a particular instance of great cus- 
tomer satisfaction. These stories serve to remind 
emplovees about the values of the organization. 
Stories about the boss. These stories may reflect 


or how the boss 


human 


whether the boss is 


reacts to mistake 


The way we do things around here. 


wii 


Stories about getting fired. Events leading to 
employee firings are often recounted. 


Stories about whether lower-level employees can 
rise to the top. Often, these stories describe a 
person who started out at the bottom and eventu- 
ally became the CEO. 


Stories about how the company deals with crisis 
situations. These stories show how the company 
overcomes obstacles. 


Stories about what happens when rules are broken. 
These stories convey information about what is 


actually important to the organization. 


© jStockphoto.com/Wavebreakmedia 
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espoused values What 


mem 


they value. 


enacted values Values 
reflected in the way individuals 
actually behave. 


assumptions Deeply held 


Symbols communicate organizational _ culture 
through unspoken messages. The organizational chart 
quickly communicates its emphasis on hierarchy « 
status. 

he location, design, and size of 
the boss’s office, especially in relation to everyone else’s 
offices, can convey a great deal of information about 
company culture.*° Symbols can also be literal in the 
illustrative symbols an organization chooses to repre- 
sent itself. Graphic symbols are representative of orga- 
nizational identity and membership to employees. Nike's 
trademark “swoosh” is proudly tattooed above the ankles 
of some Nike employees, and the Iron Ring is worn by 
many Canadian engineers on the pinky finger of their 
dominant hand. 


Shared and Espoused Values 


Shared values represent the middle level of organiza- 
tional culture. This level of culture cannot be seen just 
by looking, but can still be observed through interactions 
and in discussions with organizational members. Cultural 
values encompass organizational standards, conscious — 
beliefs about what is right and wrong, and judgments 
about what is good or bad. Values are often consciously 
articulated, both in conversation and in a company’s mis- 
sion statement or annual report. 

Some organizational cultures are characterized by 
values that support innovation”; others value prestige 
and income generation above all other attributes.* Other 
organizational cultures are characterized by values that 
support environmental stewardship or nanee lifestyle 
behaviours.” W e cultur 


however, there are few restrictions on the values oe an 
organization can promote, and there is no standard by 
which values are evaluated as good or bad. Organizational 
values are promoted and internalized by employees, and 
become the standard by which actions and behaviours 
are assessed as either good 


aes toe 


bers of an organization say 
form to organizational value: ( 


and its enacted values.*° Espoused values are written 
or vocalized beliefs about the nature of the relationship 
between members, or between the organization and its 
community. Espoused values describe the worldview 
shared by the members of the organization; however, it 
is possible that espoused values are only aspirations or 
rationalizations. In contrast, enacted values are the 
observable behaviours of individuals (and because they 
are directly visible, they are artifacts of culture). It is not 
uncommon for organizations to experience discrepan- 
cies between their espoused values and their enacted 
values; that is, for organizations to say one thing, but to 
do another.” . \ 

or race. These discrepancies affect employees’ percep- 
tion of organizational integrity and reduce employee 
commitment.” 


Assumptions 


Assumptions are the deeply held and often uncon- 
scious beliefs that guide behaviour and tell members of 
an organization how'to perceive situations and people. 
These beliefs are so fundamental to an organization's 
culture that they are often taken-for-granted conditions 
about why the company exists and what it does. These 
assumptions become the organization's reality. For most 


W ACTION 


We" is well known for its April Fool's jokes. The com- 
pany invests significant time and effort producing viral 
marketing videos that serve as both advertising and a culture- 
building exercise. The videos act as rites of integration and help 
reinforce the idea that Westlet is a fun and casual place to work. 
The company’s most famous April Fool's video was back in 
2012, when it introduced Kargo Kids, a service in which children 
could be checked in as baggage to allow passengers to enjoy 
child-free flights. In 2014, the company claimed that WestJet 
would be converting to metric time, and in 2017, it rebranded 
itself as Canada Air, the #MostCanadian airline ever. Customers 


look forward to the annual April Fool’s video and WestJet is 
able to market the company and reinforce its corporate culture 


as bad. 


There may, 


beliefs that guide behaviour and 


tell members of an organization however, 


how to perceive and think about be a difference between a annually. 
things. > 

company’s espoused values SOURCE: https://onemileatatime.boardingarea.com/2018/04/01/swoop-duty-not-free 
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organizations, and their employees, it is inconceivable 
to consider creating a product that is unsafe, because 
product safety is a fundamental taken-for-granted belief 
about how products should be created. Asking someone 
why they don’t design and market a patently unsafe 
product would get you a sputtering, indignant response. 


That would volute tent g"anthinkable. Questioning 
basic assumptions results in defensiveness and anxiety, 
because individuals may not even be aware of their 
assumptions and may be reluctant or unable to discuss 
them or change them. 

Cultural artifacts are difficult to interpret and deci- 
pher, and espoused values may be ideals or goals, rather 
than true values. In order to be able to accurately inter- 
pret and understand culture, an otganization’s assump- 
tions must be examined carefully. As the deepest. most 
fundamental level of an organization's culture, assump- 
tions are the essence of culture from which all values and 
artifacts flow. 


©) How cuture ts staRTeD, 
SHAPED, AND REINFORCED 


Leaders play crucial roles in shaping and 


reinforcing culture.** The process of cre- 


ating a culture begins with the idea for && 


the new enterprise. The new organiza- 
tion is already a part of an existing envi- 
ronment with operational conditions that 
set expectations and limits on its cultural 
potential. Next, a founding group is cre- 
ated, made up of like-minded individuals 
who believe that the organization has 
the potential to succeed. Organizational 
founders often share a common vision 
and goal for the organization, and this 
lays the foundation for the organization's 
operational culture. As the organization 
takes shape, the founding group creates 
the internal structure, by incorporating, 
purchasing retail or manufacturing space, 
and finding customers and _ suppliers. 


Determine what 
behaviours and 
beliefs you value 
as a company, and 
have everyone live 
true to them. These 
behaviours and beliefs 
should be so essential 
to your core that you 


don't even think of It 


y 


> RESPONSIBILITY: 
A 
€ 


Alexander Supertramp/Shutterstock.com 


Culture is started and maintained by organizational 
leaders. 


begins to function, developing its own history.*? Compa- 
nies are built in the image of their founders, and it is the 
founders who set down the original cultural blueprint. 
If the founder is competitive, the company will be more 
aggressive and results oriented. If the founders are ana- 
lytical and data driven, the resulting culture is likely to be 
systematic as well. 

Eventually, if the company gets big enough, the 
founder will have to relinquish control over every aspect 
of the business. Many founders become the CEOs of 
their organization. Then the management of the culture 
becomes an organizational responsibility, 
where the leaders are responsible for 
maintaining, reinforcing, and shaping the 
culture as needed. The five most impor- 
tant elements in managing culture are 
(1) what leaders pay attention to; (2) how 
leaders react to crises; (3) how leaders 
behave; (4) how leaders allocate rewards; 
and (5) how leaders hire and fire indi- 
viduals. These categories are common 
areas where discrepancies arise between 
espoused and enacted values. 


What Leaders Pay Attention to 


Leaders in an organization communicate 
their priorities, expectations, values, and 
beliefs in what they notice, comment on, — 
measure, and control. If leaders are con- 
sistent in their focus, employees receive 


By this early point in the organization, as Culture. De 
vulture has already developed, and is clear signals about what is important in 
we Nae oh —Brittany Forsyth the organization. If, however, leaders are 
changing as the organization grows and ‘ eae 
develops. Finally, others are brought into 9% inconsistent, employees spend a oy Oo 
: time trying to decipher and find meaning 


the group according to what the founding 
group considers necessary, and the group 
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in the inconsistent signals. 
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How Leaders React to Crises 


The way that a leader deals with watershed moments 
communicates a powerful message about culture because 


For instance, most companies cree to value employees, 
(espoused values), but underlying assumptions and 
values are revealed when some organizations make 
every effort to avoid laying off workers during a reces- 
sion, while others quickly institute major layoffs at the 
first sign of an economic downturn. 


How Leaders Behave 


Employees observe the behaviour of leaders to find out 
what the organization values. Through role modelling, 
teaching, and coaching, leaders teach and reinforce the 
values of the organizational culture. Members of an 
organization often emulate the leaders’ behaviour, and 


propriate behaviour. Studies 


look to leaders for cues to aj 


How Leaders Allocate Rewards 


Organizations must ensure that reward systems establish 


and reinforce consistent cultural veil, Some companies — 


to length of servicewith the company, Other companies 
say t they ailieiibniaibitiai tiem 


° 
e important deci- 


How Leaders Hire and Fire Individuals 


Finally, a powerful way that leaders shape and _rein- 
force culture is through the selection of newcomers to 
the organization. Leaders often unconsciously look for 
individuals who are similar to current organizational 
members ji 


rms of BELTED and sens Sc 


socialization The process communicate culture, Some 


by which newcomers are a 2 
transformed from outsiders to pel esa eal with egos 


participating, effective members performers by trying to find a 
of the organization. place within the organization 
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estJet emphasizes personality in its flight staff and other 
al who deal with clients, yet the company’s 
impersonal panel interviews did not allow those personalities 
to show through. So WestJet 
interviews to three-hour sessions with groups of 20 to 30 appli- 
cants. Potential hires engage in games, team tasks, individual 
tasks, and presentations, and WestJet looks for the personalities 
revealed in the interactions. This approach is used for flight 
attendants, call centre and counter employees, and luggage 
handlers. 


SOURCE: P. Brent, “WestJet Culture Gets Employees On-Board,’ Workopolis, 
http://www.workopolis.com/work.aspx?action=Transfer&View=Content/Common/Art 
iclesDetailView&lang=EN&articleld=brent2007 11 28File1Article1. 


where they can perform better and make a contribu- 
tion. Other companies fire employees who fail to live 
up to performance expectations. Similarly, rationales for 
keeping employees who have committed organizational 
infractions share a great deal of information about what 


the organization truly values. Amemployee who engages’ 


tant message to other emplovees. While some employees 
may view this as a failure to reinforce the values within 
the or ganization, others may view it as tacit permission or 
encouragement to engage in that behaviour. 

Leaders play a critical role in shaping and reinforcing 
organizational culture. They need to actively create and 
model culture through what they pay attention to, how 
they react to crises, how they behave, the way they allo- 
cate rewards, and how they hire and fire employees. See 
Figure 13.2 for a graphical representation of the forma- 
tion and maintenance of an organization’s culture. 


©) oRGANizaTiONAL 
SOCIALIZATION 


Culture is learned and shared. It is not instinctual 
nor is it individual.*? Culture, and all of its compo- 
nents, is transmitted and learned Pe the gs 
ot socialization, - 
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HOW CULTURE IS STARTED, SHAPED, AND REINFORCED. 


Original values Demands and: ” 
(from founder) expectations from 3 
_ stakeholders. = 
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How leaders tiow jéadiar 
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Organizations = 
culture = 
assume an organizational role and for participating The Socialization Process 
organizational member‘ In other words, it’s oor new- ae Pate nai falsneee 
vically, an individual will be successful in ir nev 
comers are transformed from outsiders into members,“ YI ye their new 


role to the extent that their expectations about the new 
role are realistic, and to the extent that their abilities 
and values conform to the job requirements and the 


and it’s how culture is passed on from generation to gen- 
eration. Even individuals who move to a new position 
within the same organization must be socialized to the 


organizational culture.” There are three stages of the 
new subculture. : 


iQoncept/Shutterstock.com 


Socialization is how outsiders become members. 
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socialization _ process: — 
socializatian, encounter, an 


Figure 13.3 presents a model of the 
process and the key concerns at each 
stage of it. 


ANTICIPATORY SOCIALIZATION 
Anticipatory socialization 
encompasses all of the learning that 
takes place prior to the newcomer’s 
first day on the job. Before an indi- 
vidual joins a new organization, or 
assumes a new role within an orga- 


2. Encounter 


nization, they actively seek intor- , 
mation about that new role, This 
information includes expectations 
about what tasks will be required 
to function in the new role (role 
clarity), expectations of how well 
the newcomer believes they will 
be able to perform (self-efficacy), 
and expectations about their social 
acceptance within the group. The 
information that is collected at this 
stage about all facets of the new 
role can help newcomers begin to 
construct a scheme for interpreting 
their experiences within the organization. Organizations 
provide information about many aspects of their opera- 
tions through web pages, annual reports, and recruit- 
ment brochures, but it is important for newcomers to 
realistically and accurately assess that information. 
Realism is the degree to which the newcomer has 
realistic expectations about the job and the organization, 


aul this is a critical component for successful transi- 


iccommodate and islet: 
“© Congruence deseribes the 
level of “fit” between both 
the individual's. abilities and 
thevtemnands of the job, and 
between the“ individual's 
values. and the organiza- 
tiors—yvalues. Newcomers 
whose values match the 


anticipatory 
socialization The first 
socialization stage, which 
encompasses all of the learning 
that takes place prior to the 
newcomer’s first day on the job. 


encounter The second 
socialization stage in which 

the newcomer learns the tasks 
associated with the job, clarifies 
roles, and establishes new 
relationships at work. 


company’s values are more 
satisfied with their new jobs, 


they intend to remain with 
the firm longer.” 
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Stages of socialization | 


1, Anticipatory socialization Realism 


Outcomes of socialization 


adjust more quickly, and say 


THE ORGANIZATIONAL SOCIALIZATION PROCESS: STAGES 


AND OUTCOMES 


Congruence 


Job demands 
e Task 

* Role 

e interpersonal 


3. Change and acquisition Mastery 


Performance 
Satisfaction 

Mutual influence 
Low levels of distress 
Intent to remain 


SOURCE: Reprinted ftom Organizational Dynamics, Autumn 1989, "An Ethical Weather Report: Assessing the Organization's Ethical Climate” by John 8. Cullen 
et al. Copyright © 1989, with permission from Elsevier Science 


ENCOUNTER The second stage of socialization, known 
as the encounter stage, is where organizational social- 
ization tactics begin. It is when newcomers learn the 
actual tasks associated with the job, clarify their roles, 
and establish new relationships at work. The’@neeunter 


stage. ee realistic and 
congruent their expectations were with respect to the 
position—as—they aistoter wheeiereth ames ectations 
formed. in-anticipet rae OSTP eR, with 


the-realities.of the jbb. This stage commences on the 
first day at work and is thought to encompass the first 
six to nine months on the new job. Newcomers face task 
demands, role demands, and interpersonal demands 
during this period and organizational socialization tac- 
tics begin. 

e the actual work performed. 
How individuals learn to perform tasks is directly related 
to the organization’s culture. In some organizations, 


where creativity is valued, ey 
siderable latitude to expe 


their job. In others, newcomers are eaten to acd 
the established procedures for their tasks with little 
deviation. 


Role demands involve the expectations placed on 
newcomers. Newcomers often do not know exactly what 
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is expected of them (role 
ambiguity) or may receive 
conflicting expectations 
from other individuals (role 
conflict). The way the orga- 
nization approaches role 
demands is greatly affected 
by the organization’s cul- 
ture. Some organizations Anticipatory 
i. ee socialization 
offer limited training and- Realist 


Songruent 
uncertainty. while others 
otter significant and detailed 


el 
toring. in order to clarify the 


newcomers roles. 
Ww The  organization’s 
political climate, leadership 


Organizational 
socialization 


T c lon r 1c 
lask demands 


Role demands 


interpersonal demands 


styles, and group pressure 
are interpersonal demands 
that newcomers must adapt 
and adjust to. 


CHANGE AND ACQUISITION In the third and final 
stage of socialization, change and acquisition, 
newcomers begin to master the demands of the job. 
They become proficient at managing their tasks, clari- 
fying and uegotiating their roles, and engaging in rela- 
tionshipswatework) The time when the socialization 
process is completed varies widely, depending on the 


individual, the job, and the organization. The end of 


the socialization process is signalled when newcomers 
identify as a member of the group, and when they are 


considered insiders by others within the group. 


Outcomes of Socialization 


Newcomers who are successfully socialized should 
exhibit good performance, high job satisfaction, high 
levels of organizational commitment, and the inten. 
tion to stay with the organization.** In addition, they 
should exhibit low levels of distress symptoms.” 
When socialization is effective, newcomers under- 


stand_and-adopt the organization's values and norms. ' 


This ensures that the company’s culture, including 
its core values, survives. It also provides employees a 
context for interpreting and responding to things that 


happen at work. and it ensures a shared framework of 


understanding.” 
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HOW ANTICIPATORY SOCIALIZATION AND ORGANIZATIONAL 
SOCIALIZATION IN TASK, ROLE, AND INTERPERSONAL DEMANDS 
CONTRIBUTE TO SOCIALIZATION OUTCOMES 


Performance 


Role clarity 


Job satisfaction 


Organizational 
commitment 


Intentions to 
remain 


SOURCE: Adapted from T.N Bauer, 7. Bodner, B. Erdogan, D. M. Truxillo and J. S. Tucker, “Newcomer Adjustment During Organizational Socialization: A Meta Analytic Review of 
Antecedents, Outcomes, and Methods,” Journal of Applied Psychology 92(3) (2007): 707-721. 


Successful socialization is also signalled by mutual 
influence. Recall from earlier that individuals affect 
and are affected by the culture in which they operate. 
As individuals grow comfortable in their new roles, they 
will make adjustments to those roles that accommodate 
and showcase their knowledge and personalities, which, 


the organization. See 


Figure 13.4 for a graphical representation of how new 
employees are socialized. 


(> CHANGING ORGANIZATIONAL 
CULTURE 


Organizational culture is dynamic. As new members 


join the organization and as old members retire from it, 
as the political, social, and economic landscape changes, 
the culture will change. But that change is Huid—it 
occurs in infinitesimally small measures, and it occurs in 
any and every direction. Because organizational cultures 
are responsive to many different variables, they are noto- 
riously difficult to pin down, 
and often take on a life of 
Further, the 


components of culture are 


change and 
their own. 
of socialization, where the 
mutually reinforcing, and 


demands of the job. 
the same way that culture 
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acquisition The third stage 


newcomer begins to master the 
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GE Changes Its Culture 
by Crowdsourcing Its 


REND eooyoe 


eneral Electric realized that cultures have a life. cycle and 
Gir its culture needed to shift with the times. Employees 
felt that GE needed to become more decentralized and easier 
to do business with. The company simplified its operating 
mantra and created a new culture template called “GE Beliefs,’ 
including stay lean to go fast, learn and adapt to win, and 


empower and inspire each other, among other beliefs. For the 
first time in company history, these beliefs were crowdsourced 
from GE employees. Management wanted to drive a culture 


that employees wanted to see. One of the changes resulting 
from the culture shift is that annual events are now passe at 
GE. Strategic planning processes and employee appraisals have 
moved from yearly events to more continuous, real-time pro- 
cesses. fhe changes reinforce the new culture characterized by 
speed, simplicity, and customer focus. 


SOURCE: R. Krishnamoorthy, "GE'S Culture Challenge After Welch and Inmmelt,” Harvard Business Review, 
January 26, 2015, accessed from https://hbrorg/2015/01/ges-culture-challenge-after- Welch. and-Immelt. 


provides stability to an organization, it resists attempts to 
direct or manage it. This means that changing an organi- 
zation’s culture is feasible but can be very difficult.”' (For 
a more comprehensive examination of organizational 
change, see Chapter 17.) 

One reason that directing changes to o rganizational 
culture is so difficult is that assumptions—the deepest 
level of culture—are often unconscious. As such, they 
are often non-confrontable and non-debatable. Having 
strong subcultures and countercultures can help change 
the dominant culture, but changing assumptions cannot 
be done directly, and in some situations, may not even 
be possible. Culture is deeply ingrained 
and behavioural norms and rewards are . 
well learned.” In a sense, employees 
must unlearn the old norms before they 
can learn new ones, and this requires 
first identifying and recognizing those 
old norms, some of which may be so 
embedded in the organizational routine 
that they are automatic and subconscious. 
Anyone who wants to change culture 
must first look to the many ways the cur- 
rent culture is being maintained. 

A model for cultural change that 
summarizes the interventions leaders can 
use is presented in Figure 13.5. There are 
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If you want to change 
the culture, you 
will have to start 
by changing the 

organization. 


—Mary Douglas 
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two coe to changing an existing culture: The first 
ping current n embers buy into a a new set of values - 


into t ie deReEcHTTOm amd rainioeaieee er membe 
who are failing to change (which raceme to eats =) 
and 4 in Figure 13.5). 

The first action that leaders must take when 
attempting to change culture is to replace the artifacts 
of the old culture with artifacts representing the new 
culture (point 1 in Figure 13.5). Recall that artifacts 
of culture include all of the components that can be 
seen, including behaviours, rites and ceremonies, rit- 
uals, stories, and symbols. The new artifacts must send 
a consistent message about the new values and beliefs. 
Simply changing cultural artifacts, however, does not 
change culture. Individuals may change their behav- 
iour or their symbols, but not the values and beliefs 
that drive underlie those behaviours. They may ratio- 
nalize, “I’m only doing this because my manager wants 
me to.” 

Changing cultural artifacts serves as a notice that 
cultural change is on the horizon, but real change cannot 
begin until the espoused and shared values within the 
organization are changed (point 2, in Figure 13.5). All 
communication must be revised to ensure that it is con- 
sistent with the new values. and it is crucial that the com- 
munication be credible; that is, managers must live the 
new values and not just talk about them. This chapter 
showed how leaders play crucial roles in shaping and 
reinforcing culture.™ The five most important elements 
in managing culture are (1) what leaders eh | 
tion to; (2) how leaders react to crises; (3) how lea 
behave; (4) how leaders allocate rewards; and (5) how 
leaders hire and fire individuals. These categories are 
common areas for discrepancy between espoused and 
enacted values. The leader’s role within 
these five elements must be carefully 
examined to ensure that the message 
being communicated is consistent with 
the new culture. 

Leaders should also pay more atten- 
tion to the informal social networks 
within the organization than to struc- 
tural positions when leading organiza- 
tional change. These informal network 
communication channels combined with 
employees’ values, and employee beliefs 
that managers are truly committed to the 
change effort, can go a long way in making 
the change a success. 
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| eine | remaining BvO ganbons INTERVENTIONS FOR CHANGING ORGANIZATIONAL 
points 3 and 4 in Figure 13.5) involve CULTURE 


reshaping the workforce to fit the 
intended culture. First, the organiza- 
tion can revise its selection strategies 
to more accurately reflect the new 


fe 


1e desire ind attitudes 
(point 3 in Figure 13.5). Alternatively, 
the organization can identify indi-. 
viduals who are resisting the cultural: 


Oi 


change or who no longer embody the ' 
values “of the organization and help Espoused Changing artifacts 
them move on to other opportunities vaiues alin 


(point 4 in Figure 13.5). Reshaping 
the workforce should not involve a 
ruthless pursuit of nonconfornting 
employees; it should be a gradual and 
time. Changing culture is a difficult 


and drawn-out process. al id empl WEES — > Managers seeking to create cultural change must intervene at these points. 


Cengage Learning 


© 


must be given adec Il 1ate opporti nity to SOURCE: From Vijay Sathe, “How to Decipher and Change Corporate Culture,’ Chap. 13 in Gaining Control of the Corporate Culture (R. H. Kilmann et al., eds.), Fig. 
come around to the new way of things 1, p. 245. Copyright © 1985 Jossey-Bass Inc. Reprinted with permission of John Wiley & Sons, Inc 
Changing personnel adds instability to 
the organization: adding too many new emplovees all at ; : eee 
ore tt evan ihe | Developing an Ethical Organizational 
once can Change Cu ture in unintended Ways. | 
Culture 


iN ACTION The organizational culture can have profound effects on 
ts —— the ethical behaviour of organization members.” When 
a company’s culture promotes ethical norms, individuals 


Dos and Don’ts for behave accordingly. Managers can encourage ethical 


behaviour by being good role models for employees. 


7 e 
Implementing Cultural Managers can institute the philosophy that ethical behav- 
Change jour makes good business sense and puts the company in 
Se congruence with the larger values of society.”’ Managers 
can also communicate that rationalizations for unethical 
behaviour are not tolerated. 
Many companies have implemented a code of ethics 


Ce change is possible, but difficult. When 
to help their employees discern right from wrong, but the 


attempting organization change: 


Z lear vision of what you want to achieve ; : a 
Domabesaiieniclda é ; impact of these codes is not always as positive as might be 


and what the new culture should look like. Share that expected. The implementation of formal ethics guidelines 
Bisienencctally. might be expected to improve ethical behaviour, yet some 
= Dodefine the role of managers and draw on the full capa- cme herve NOC NI Geemeret —— 
bilities of staff. formal ethics codes can actually lead to less ethical behav- 


to sup- 
® Do develop and implement systems and processes P jour among employees. There appear to be two main 


port and reinforce the new vision. reasons for this: in some cases employees see the code 


i versations and stories 
# Docommunicate horizontally in conve ; sammie. lending to 


of ethics as simply a manager 


not through top-down commands. cynicism and resentment. In other cases, a heavy reliance 
= Don't start by re-organizing. Give people the opportunity on a strict set of rules may reduce the perceiy ed need for 

to adjust. employees to think about and be involved in ethical deci- 
SOURCE: S. Denning, The Leader's Guide to Radical Management: Reinventing the sion making, leading to inferior choices in the long run. 


Workplace for the 21st Century (San Francisco: Jossey-Bass, 2010). 
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Developing a Culture of Empowerment 
and Quality 


Throughout this text, we have seen that successful orga- 


nizations promote a culture that empowers employees. 


Empowerment serves to unleash employees’ creativity 


and productivity by eliminating traditional hierarchical 
lla POne Cultures that emphasize empower- 
ment and quality are preferred by Canadian employees. 


Companies that value empowerment and continuous 
improvement have cultures that promote high product 
and service quality.” 


Evaluating Organizational Change 


Evaluating the success of cultural change can be done 
only by looking at behaviour and enacted values. Cul- 
tural change can be assumed to be successful if the 
desired behaviours are intrinsically motivated and 
automatic: If the new behaviour were to persist even 
if rewards were not present, and if the employees have 
internalized the new value system, then 
the behaviour is probably intrinsically 
motivated. When new employees, ideally 
hired with the desired values and beliefs, 
maintain these beliefs after being social- 
ized, it can be a good indication that the 
desired culture has permeated the orga- 
nization; otherwise, the socialization pro- 
cess would subtly shift employees toward 
the undesired norms and values. Further, 
if employees automatically respond to 
a crisis in ways consistent with the new 
culture, then the change effort can be 
deemed successful. 


> THE RELATIONSHIP OF CULTURE 
TO CORPORATE PERFORMANCE 


et 


100 years of tradition 
unimpeded by 
progress. 


—Unknown 
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are difficult to measure with any reliability or consensus. 
There are two main theories about how culture relates to 
organizational performance: the strong culture perspec- 
tive and the adaptation perspective.” 


The Strong Culture Perspective 


The strong culture perspective states that organizations 
with “strong” cultures perform better than other organi- 


zations.®' A strong cultu 


carpe 
siders. Thus, a strong culture is deeply held and widely 

Strong cultures are thought to facilitate perfor- 
mance for three reasons. First, these cultures are char- 
acterized by goal alignment; that is, all employees share 


common goals. Second, strong cultures create a high 
level of motivation because of the values shared by the 


members. Third, strong cultures provide control without 
the oppressive effects of a bureaucracy. 

There is evidence to support this 

model. Organizations in a variety of 

industries were examined over a 10-year 


period, and those with hae strong cul- — 


=> 


change in share price. Analysis showed 
that the link between culture and perfor- 
mance was particularly strong in highly 
competitive markets and could be attrib- 
uted to the increased efficiency of routine 
execution.™ 

There are two concerns with the 
strong culture 
indicating that str 


strong cultures, r 


culture be ible 


economic performance. Second, because strong 
cultures are notoriously difficult to change, there are 
countless examples of what happens when the industry 


strong culture An 
organizational culture with a 
consensus on the values that 
drive the company and with an 
intensity that is recognizable even 
to outsiders, 


or environment changes, and the organizational culture 
does not. C€ wi nadaptable a Hexibl 


The effects of organizational 
culture are hotly debated by 
organizational behaviourists 


and researchers. Because 


culture is so nebulous and 
difficult to quantify, and 
because it is markedly dif- 


adaptive culture An 
Organizational culture that 
encourages confidence and risk 
taking among employees, has 
leadership that produces change, 
and focuses on the changing 
needs of customers. 


The Adaptation Perspective 


ferent between industries, The adaptation perspective states that only cul- 


tures that help organizations adapt to environmental 
change are associated with excellent performance. 


An adaptive culture is a culture that encourages 


between organizations, and 
even between time periods, 


its effects on performance 
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confidence and risk taking among employees,® has 
leadership that produces change,® and yee on the 
changing needs of customers.” 

Adaptive c acilitate change to meet the needs 
of three groups of constituents—stockholders, cus- 


tomers, and employees—and showed significantly better 
omg performance than non-adaptive 


STUDY 
TOOLS | 3 
IN THE BOOK YOU CAN ... 


L] Rip out the Chapter Review card at the end of the book 
to review Key Concepts and Key Terms. 


L] Take a“What about You?” Quiz related to material in the 
chapter. 


L} Read additional cases in the Mini Case and Shopify Running 
Case sections. 


WHAT ABOUT YOU? 


cultures. Analysis of data from 339 Canadian corporate 
bankruptcies supports the adaptation perspective: Young 
firms tended to fail due to a lack of managerial know!- 
edge or financial management abilities, failure among 
older firms seems to be due to an inability to adapt to 
environmental change.” 


ONLINE YOU CAN ... 


L] Take a“What about You?” Quiz related to material in the 
chapter. 
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L] Test your understanding with a quick Multiple-Choice Pre- 
Test quiz. 


L] Read the eBook, which includes discussion points for 
questions posed in the Cases. 


L] Watch Videos related to chapter content. 


L] Use the available Flashcards and Matching Quizzes to test 
your understanding of key terms and concepts. 


[] See how much you've learned by taking a Post-Test. 


Organizational Culture and Ethics 


Think about the organization you currently work for or one you know something about and complete the following Ethical Climate 


Questionnaire. 


Use the scale below and write the number that best represents your answer in the space next to each item. 


To what extent are the following statements true about your company? 


COMPLETELY MOSTLY SOMEWHAT 
FALSE FALSE FALSE 
0 1 2 


1. In this company, people are expected to follow their 
own personal and moral beliefs. 

2. People are expected to do anything to further the 
company’s interests. 

3. In this company, people look out for each other's 
good. 

4, Itis very important here to follow the company’s 
rules and procedures strictly. 


NEL 


SOMEWHAT 


MOSTLY COMPLETELY 
TRUE TRUE TRUE 
=) 4 5 


5. In this company, people protect their own interests 
above other considerations. 


6. The first consideration is whether a decision violates 
any law. 


7. Everyone is expected to stick by company rules and 
procedures. 


8. The most efficient way is always the right way in this 
company. 
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9, Our major consideration is what is best for everyone 
in the company. 


10. In this company, the law or ethical code of the 
profession is the major consideration. 


11. It is expected at this company that employees will 
always do what is right for the customer and the 
public. 


To score the questionnaire, first add up your responses to ques- 
tions 1, 3, 6, 9, 10, and 11. This is subtotal number 1. Next, reverse 


MINI CASE 


he Great Little Box Company (GLBQ) is an award-winning 

Canadian company that manufactures and distributes 
custom and stock packaging solutions. The company produces 
more than several hundred thousand boxes and more than 
a million labels every day. The corporate culture of GLBC is 
apparent in the facility on Mitchell Island, Richmond, BC, that 
houses its head office, manufacturing, and warehouse activi- 
ties: Open-concept offices are arranged in a horseshoe design 
so employees have a view of the Fraser River; there’s a gym 
open 24 hours a day; the manufacturing and warehouse facili- 
ties are clean, with abundant natural light; and there's even an 
outdoor gazebo, volleyball and basketball courts, horseshoe 
pitch and dock for kayaking commuters. The company also 
offers employees a nap room for quiet time, and free coffee, 
tea, and snacks. 


But GLBC offers more to its 300 employees than just amenities: 
The company sets a production goal each year and then uses 
“open-book management” where, once a month, it share their 
financial data with employees so employees know precisely 
how the company is performing. If the company’s performance 
surpasses its original target, every employee goes on an all- 
expenses-paid vacation to a sunny destination. 


As if that’s not enough, the company-subsidized social com- 
mittee organizes many events (e.g., golf tournament, paintball 
competition, summer barbeques, summer cruises on the 
president's boat), and the social calendar reflects the cultural 
diversity of the firm with its annual celebrations of the Chinese 
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the scores on questions 2, 4,5, 7,and 8 (5 =0,4=1,3=2, 25; 
1 =4,0=5). Add the reverse scores to form subtotal number 2. 
Add subtotal number 1 to subtotal number 2 for an overall score. 


Subtotal 1 + Subtotal 2 = Overall Score 


Overall scores can range from 0 to 55. The higher the score, the 
more the organization's culture encourages ethical behaviour. 
SOURCE: Republished with permission of Elsevier Science and Technology Journals, from Organizational 


Dynamics, “An Ethical Weather Report: Assessing the Organization's Ethical Climate” by John B, Cullen et al., 
Autumn 1989. Copyright © 1989; permission conveyed through Copyright Clearance Center, Inc. 


New Year and the Sikh festival of Baisakhi. Employees receive 
individual performance reviews every three months, 360- 
degree feedback is invited, and exceptional performance and 
cost-saving ideas are rewarded. Benefits include full tuition 
subsidies for courses completed at outside institutions, aca- 
demic scholarships for employees’ children, flexible working 
hours, reduced summer hours, compressed work weeks, and 
phased-in retirement. GLBC donates and matches employee 
donations to numerous charitable and community initiatives, 
with employees helping to select the charitable groups assisted 
each year. The company planted over 4,000 trees and shrubs 

on its new site and is reducing its carbon footprint through an 
internal scrap recovery program and shipping pallet repair pro- 
gram. The artifacts at GLBC reinforce the notion that GLBC cares 
about excellence but at the same time cares about employees 
and the environment, seeking a balance that creates a fine 
quality of life for all. 


SOURCE: R. Yerema and R, Caballero, 2010. “Great Little Box Company,’ Canada’s Top 100 Employers compe- 
tition; P. DeVries, 2014. “Robert Meggy: Manufacturer puts people first,” Business Insider, https://biv.com/ 
article/2014/11/robert-meggy-manufacturer-puts-people-first, accessed May 11, 2018. 
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Apply Your Understanding Eo 
JER L 


1. Identify the levels of organizational culture described in 
this case. 


2. Describe how new employees might be socialized. 


3. What is the cultural significance of the open-book man- 
agement technique? 
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RUNNING CASE 


CULTURE OF OPTIMISM AND CREATIVITY 


Shopify is currently one of Canada's most valuable public 
technology companies, and founder and CEO Tobias Liitke 
has explained that they got there not because of their knowl- 
edge but by being as creative as possible: “We are all here 
because of how we react when we don't know what to do.” 


The whole focus of the Shopify model is to make commerce 
better and easier for vendors to sell their goods online, so the 
company’s Dusiness focus is heavily invested in responding 
to its customers and improving its technology. Like many 
tech companies, Shopify fosters innovation and develop- 
ment through a culture that encourages optimism and 
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of culture whose respon- 


sibility it is to bridge the gap between the executive team 


and the rest of the company, and she says “My team and 
| are obsessed t not losing our culture but balancing 
that with the fact that it does need to evolve and change in 
some ways. At the core, it’s a t maintaining whatever cul- 


ture \ o're try avant y.embodvyv. because 


t goes in a direction 
t harder to reign in." 
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driven, and like to be challenged by their work 
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SHOPIFY 


employees are granted a very high level of autonomy. The 
company focuses on employee health and offers benefits 
like self-directed budgets to support learning and growth, 
and even offers employees catered meals and housecleaning 
services to save them time and stress and help them focus 
on staying positive, creative, and optimistic. Shopify is alert to 
the future, and has identified virtual reality and cryptocurren- 
cies as technologies that will surely influence how Shopify 
does business. Shopify plans to stay on top of these trends— 
they've pledged to be a 100-year business. 


SOURCES: https://www.cbc.ca/news/canada/ottawa/shopify-cynicism-optimism-1.3261379; http:// 
wayswework.io/interviews/konval-matin-director-of-culture-at-shopify 


Apply Your Understanding 


1. How do the many different departments at Shopify dif- 
ferentiate the culture? 


2. How is Shopify’s culture affected by its current CEO also 
being its founder? 
3. Explain the significance of Shopify's director of culture 


saying, “My team and | are obsessed about not losing 
our culture but balancing that with the fact that it does 
need to evolve and change in some ways.” 
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Learning and 
Performance 
Management 


LEARNING OUTCOMES 


After reading this chapter, you should be able to do the following: 


Describe classical conditioning and reinforcement theory’s Explain the importance of performance feedback and how it 
approach to learning. can be delivered effectively. 

Describe Bandura’s social learning theory. Identify ways managers can reward performance. 

Describe evidence showing that thinking about learning Describe how to correct poor performance. 


seems to influence the learning process. 


Explain the aspects of performance management. 


See the end of this chapter for a list of available Study Tools, a 
254 “What about You?” Quiz, Mini Case, and the Shopify Running Case. 


NEL 


MODELS OF LEARNING 
IN ORGANIZATIONS 


A lot of managerial work involves facili- 
tating learning, motivating performance, 
and using feedback to improve pertor- 
mance. A large organization like the 
federal government can provide a great 
career, but if it is to be a productive one, 
you'll need to manage yourself, set your 
own work goals, reward yourself when 
you do well, and penalize yourself when 
you do a poor job. Setting your own goals 
lets you set up measures and feedback systems to tell you 
if you are making positive progress toward these goals. 
Don't worry about being overly self-critical concerning 
performance problems; think more about rewarding 
yourself. Praise breeds confidence, leading to better 
performance. 

Learning is a change in behaviour acquired 
through experience. Learning helps guide and direct 
motivated behaviour. Learning may begin with the cog- 
nitive activity of developing knowledge about a sub- 


ject, which then leads to a change in behaviour. We 
will examine cognitive and social theories of learning. 
Alternatively, other approaches to learning assume that 
observable behaviour is a result of conditioning or is a 
function of its consequences. This is where we begin our 
discussion of models of learning. 


©) cuassicat conorrionine 


Classical conditioning is the process of modifying 
behaviour by pairing a conditioned stimulus with an 
unconditioned 


unconditioned stimulus to elicit an 
response. Its discovery is largely the result of Russian 
physiologist Ivan Pavlov’s experimentation on animals 
(primarily dogs). 

Classical conditioning builds on the natural reac- 
tion of an unconditioned response to an unconditioned 
stimulus. In dogs, this might be the natural production 
of saliva (unconditioned response) in response to the 
presentation of meat (unconditioned stimulus). By pre- 
senting a conditioned stimulus (for example, a ringing 
bell) simultaneously with the unconditioned stimulus 
(meat), the researcher made the dog develop a condi- 
tioned response (salivation). After enough trials, the dog 
salivated at the sound of a bell, even when no meat was 


presented. 
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Learning is a change 
in behaviour acquired 
through experience 
... tthelps guide and 
direct motivated 


behaviour. 


As demonstrated by B.F. Skinner, 
classical conditioning may occur similarly 
in humans.! 

For example, people working at a 
computer terminal may get lower back 
tension (unconditioned response) from 
poor posture (unconditioned stimulus). 
If they become aware of that tension only 
when the manager appears (conditioned 
stimulus), then they may develop a con- 
ditioned response (lower back tension) to 
the appearance of the manager. 

But classical conditioning has lim- 
ited applicability to haman behaviour in 
organizations for three reasons. First, humans are more 
complex than dogs and less amenable to simple cause- 
and-effect conditioning. Second, the behavioural envi- 
ronments in organizations are complex and not very 
amenable to single stimulus—response manipulations. 
Third, the human capacity for decision making can over- 
ride simple conditioning. 


Reinforcement Theory 


Reinforcement theory focuses on the power of conse- 
quences to influence behaviour. Recall the concepts of 
instrumentality and valence from expectancy theory, dis- 
cussed in Chapter 5, and expectancy theory’s contention 
that we are motivated if we see a connection between 
our actions and valued outcomes. Reinforcement theory 
focuses on the power of those outcomes and can be 
applied to the motivation to learn new tasks as well as 
to perform known ones. Reinforcement theory emerged 
from Skinner’s work on operant conditioning with 
animals. Skinner's animal subjects learned to “operate” 
on their environment in response to the consequences 
Skinner provided. For example, rats learned to press 
levers a specific number of times to release food pellets, 
not a natural way for them 
to get food. Skinner and 
others extended the work to 


| learning Achange in 
| behaviour acquired through 


humans, providing reintorce- | *PeMence. 
ments in response to specific 
behaviour and watching the 
results. Humans have used behaviour by pairing a 
consequences in the form of 


) classical 
I 


rewards and punishments to 


try to modify others’ behav- | 


an unconditioned response. 
. operant 

iour for a long time (e.g,, 
gold stars for schoolwork, 
imprisonment for commit- 
ting crimes). Reinforcement 
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conditioning Modifying 


conditioned stimulus with an 
unconditioned stimulus to elicit 


conditioning Modifying 
behaviour through the use of 
positive or negative consequences 
following specific behaviours. 


25) 


positive 


rein 


to strengthen desirable 
behaviour by bestowing positive 
consequences. 


neg 


reinforcement Attempting 


to str 


by withholding negative 
consequences, 
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theory and its research systematically examine the moti- 
vational effect of consequences on all aspects of human 
behaviour. Many of the findings from Skinner's animal 
research also apply to people: timing of consequences is 
important (the closer an outcome is to the behaviour, the 
more impact it has); the consistency of reinforcement 
affects how fast something is learned and how quickly 
it is “unlearned” once reinforcement stops; performers 
will learn behaviours in order to avoid unpleasant con- 
sequences as well as achieve desirable consequences; 
learning is faster when the reinforcement is more valued 
(when the person is “hungrier” for it); learning can be 
accidental and unintended when outcomes just happen 
to coincide with behaviours (the origin of many super- 
stitions); people will work at less desirable activities in 
order to get the opportunity of working on highly desir- 
able activities; and people can learn complex tasks by a 
shaping process of reinforcing first only crude attempts 
and then requiring performance closer and closer to the 
ideal before reinforcement is given.” 

Reinforcement theory is central to the design and 
implementation of organizational reward systems (e.g., 
paying sales commissions) and many aspects of perfor- 
mance management, like disciplinary approaches. The 
underlying premise is that people develop or strengthen 
behaviours that are followed by positive consequences 
and weaken or eliminate behaviours that are not. 

Organizations applying reinforcement theory can 
use four basic strategies: positive reinforcement, nega- 
tive reinforcement (both of which serve to encourage 
more of the behaviour), punishment, and extinction 
(both of which discourage the repetition of the behav- 
iour). Table 14.1 shows these approaches. 


REINFORCEMENT Reinforcement is the attempt to 
develop or strengthen desirable behaviour by either 
bestowing positive consequences or withholding nega- 
tive consequences. Positive reinforcement occurs 
when a positive consequence (like a bonus) follows a 
desirable behaviour (like a successful business year). 
The Pressure Pipe Inspection Company based in 
Mississauga, Ontario, has 
instituted a “going to the 
forcement Attempting moon” philosophy as _ its 
theme, aiming to double 
its revenues over the next 
year and quintuple it over 
ative the next five. To motivate 
staff to work toward this 
engthen desirable behaviour common goal, employees 
who best represent the com- 


pany and pull their weight 
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TABLE 14.1 


Positive reinforcement 
e.g., Top salesperson earns car 


Negative reinforcement 


e.g., Top salesperson’s paperwork is com- 
pleted by other person for next month 


Punishment 


e.g., Poorest salesperson gets moved to 
less promising sales territory and has to 
go for (disliked) sales training 


Extinction 


€.g., Ignore the salesperson when they 
whine and complain 


are rewarded with an all-expenses-paid trip to Cape 
Canaveral. 

Negative reinforcement occurs when there is an 
attempt to strengthen desirable behaviour by withholding 
a negative consequence. For example, if an instructor 
says to students that an 80 percent or higher on all term 
work before the final will mean they do not need to write 
the final exam, the instructor is using negative reinforce- 
ment to motivate student effort and learning. The same 
approach is being used by a manager who promises an 
employee that, if they figure out how to resolve a tough 
debugging problem, the manager will take the employee's 
place at the committee meeting this week, the one the 
employee dislikes attending so much. In a less deliberate 
example of negative reinforcement, an employee might 
learn to come in early each day to avoid the manager's 
critical look when arriving after the manager. 

Managers can use either continuous or intermittent 
schedules of positive reinforcement. Table 14.2 describes 
both. When managers design organizational reward sys- 
tems, they consider not only the type of reinforcement 
but also how often to provide it. Research results indicate 
that ratio schedules of reinforcement that link reinforce- 
ment to specific responses are more effective than interval 
ones based on time passed.* Unsurprisingly, this suggests 
pay-for-performance schemes will motivate greater effort 
than fixed salaries. Research also suggests that variable, 
unpredictable schedules of reinforcement motivate 
a steadier high rate of response than fixed schedules. 
Not knowing the likely outcome of the next move and 
knowing it could be important will trigger a more moti- 
vated employee than knowing exactly when and how one 
will be reinforced. Of course, all reinforcement schedules 
have to be created within the constraints of what is fair 
and reasonable in the organizational context. 
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TABLE 14.2 


Reinforcer follows every response. 


Reinforcer does not follow every response. 


A fixed number of responses must be emitted 
before reinforcement occurs. Example: bonus for 
every 50 trees planted 


A varying or random number of responses 
must be emitted before reinforcement occurs. 
Example: salesperson rewarded with sale after 
unpredictable number of calls 


The first response after a specific period of time 
has elapsed is reinforced. Example: salary given 
every two weeks for continued performance 


The first response after varying or random 
periods of time have elapsed is reinforced. 
Example: promotion based on seniority occurs 
when space becomes available 


1. Steady high rate of performance as long as reinforcement 
follows every response 


2. High frequency of reinforcement may lead to early satiation 


3. Behaviour weakens rapidly (undergoes extinction) when 
reinforcers are withheld 


4. Appropriate for newly emitted, unstable, low-frequency 
responses 


1. Capable of producing high frequencies of responding 
2. Low frequency of reinforcement precludes early satiation 
3. Appropriate for stable or high-frequency responses 


1. A fixed ratio of 1:1 (reinforcement occurs after every response) 
is the same as a continuous schedule 


2. Tends to produce a high rate of response that is vigorous and 
steady 


Capable of producing a high rate of response that is vigorous, 
steady, and resistant to extinction 


Produces an uneven response pattern varying from a very slow, 
unenergetic response immediately following reinforcement to a 
very fast, vigorous response immediately preceding reinforcement 


Tends to produce a high rate of response that is vigorous, steady, 
and resistant to extinction 


SOURCE: Table from Organizational Behavior Modification and Beyond, by Fred Luthans and Robert Kreitner. Copyright © 1985, p. 58, by Scott Foresman and Company and the authors, Reprinted by permission of the authors. 


PUNISHMENT Punishment is the attempt to elimi- 
nate or weaken undesirable behaviour. One way to 
punish a person is to follow an undesirable behaviour 
with a negative consequence. For example, a professional 
athlete who is excessively offensive to an official (unde- 
sirable behaviour) may be ejected from a game (negative 
consequence). The other way to punish a person is to 
withhold a positive consequence following an undesir- 
able behaviour. For example, a salesperson who makes 
few visits to potential clients ( undesirable behaviour) will 
likely receive a very small commission cheque (positive 


consequence). 

Punishment sometimes has unintended results. 
Because punishment is discomforting to the individual 
being punished, it can bring about negative psycho- 
logical, emotional, performance, or behavioural conse- 
quences (such as workplace deviance). Some managers 
use the threat of punishment to scare workers into 


greater effort.’ 


EXTINCTION An alternative to punishing undesirable 
behaviour is extinction—the attempt to weaken a 
behaviour by attaching no consequences (either positive 


4 
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or negative) to it. Extinction may require time and 
patience, but the absence of consequences eventually 
weakens a behaviour. 

Extinction may be most effective when used in con- 
junction with the positive reinforcement of desirable 
behaviours; for example, by complimenting a colleague 
for constructive comments (reinforcing desirable behav- 
iour) while ignoring sarcastic comments (extinguishing 
undesirable behaviour). 

Extinction is not always the best strategy, however. In 
cases of dangerous, or seriously undesirable, behaviour, 
punishment might better deliver a swift, clear lesson. 

Note that extinction can happen unintentionally, with 
unwanted results. Imagine you are a keen new employee 
who works hard yet gets no 
praise and attention. Eventu- 
ally you stop trying so hard. 
Your manager believes she 
has been showing her faith 
in you by leaving you alone. 
She has no idea that her lack 
of response has extinguished 


punishment Attempting to 
eliminate or weaken undesirable 
behaviour by bestowing negative 
consequences or withholding 
positive consequences. 


extinction Attempting to 
eliminate or weaken undesirable 
behaviour by attaching no 


consequences to it. 
your eagemess. 


Day 
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task-specific self- | 
efficacy An individual's beliefs | 
and expectancies about their 

ability to perform a specific task 
effectively. 
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©) sociat Ano cogwirive 
THEORIES OF LEARNING 


Reinforcement theory is not the only model of learning. 
Albert Bandura’s social learning theory offers an alter- 
native and complement to Skinner's behaviourist 


approaches.” Cognitive theory draws on the theories of 


Carl Jung discussed in Chapter 3. Recent research has 
emphasized the importance of learners thinking about 
what and how they are learning. 


Bandura’s Social Learning Theory 


Bandura believes learning occurs when we observe other 
people and model their behaviour. Since employees look to 
their supervisors for acceptable norms of behaviour, they 
are likely to pattern their own actions after the supervisors. 

Central to Bandura’s social learning theory is the 
notion of task-specific self-efficacy, an individual's 
beliefs and expectancies about their ability to perform 
a specific task effectively. Individuals with high self- 
efficacy believe that they have the ability to get things 
done. Self-efficacy is higher in a learning context than in 
a performance context, especially for individuals with a 
high learning orientation.® There are four sources of task- 
specific self-efficacy: prior experiences, behaviour models 
(witnessing the success of others), persuasion from other 
people, and assessment of current physical and emotional 
capabilities.’ Evidence suggests that self-efficacy leads to 
high performance on a wide variety of physical and mental 
tasks.° Conversely, success can enhance your self-efficacy. 
For example, women who trained in physical self-defence 
increased their self-efficacy in self-defence and new tasks.° 

Bandura saw the power 
of social reinforcement, rec- 
ognizing that financial and 
material rewards often occur 
following or in conjunction 
with the approval of others, 
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whereas punishments often follow social disapproval. 
Thus, self-efficacy and social reinforcement influence 
behaviour and performance at work. 

Managers can empower employees and help them 
develop self-efficacy by providing job challenges, 
coaching and counselling for improved performance, 
and rewarding employees’ achievements. Given the 
increasing diversity of the workforce, managers may 
want to target their efforts toward women and other dis- 
advantaged groups, who tend to have lower than average 


10 


self-efficacy. 


Cognitive Theories of Learning 


The cognitive approach to learning is based on the 
Gestalt school of thought and draws on Jung’s theory of 
personality differences. 

Recall the distinction between introverts (who need 
to study, concentrate, and reflect) and extraverts (who 
need to interact with other people). Introverts learn best 
alone, and extraverts learn best by exchanging ideas with 
others. The personality functions of intuition, sensing, 
thinking, and feeling all have learning implications, 
which are listed in Table 14.3. 


TABLE 


Prefer theoretical frameworks. 


Intuitors 
Look for the meaning in material. 
Attempt to understand the grand scheme. 
- Look for possibilities and interrelations. 
Sensors Prefer specific, empirical data. 


Look for practical applications. 
Attempt to master details of a subject. 
Look for what is realistic and doable. 


Thinkers Prefer analysis of data and information. 
Work to be fair-minded and even-handed. 
Seek logical, just conclusions. 
Do not like to be too personally involved. 
Feelers Prefer interpersonal involvement. 


Work to be tender-hearted and harmonious. 
Seek subjective, merciful results. 
Do not like objective, factual analysis. 


SOURCE: 0. Kroeger and J. M. Thuesen, Type Talk: The 16 Personality Types That Determine How We Live, Love, 
and Work (New York: Deil Publishing Co., 1989). 


IN ACTION 


(honda Byford joined the Toronto Transit Commission (TTC) 
in 2012 at its CEO. His goal was to modernize the TTC 
from top to bottom. After five years, he believed that he had 
accomplished his goal. In June 2017, his work was recognized 
when the TTC received the best transit agency award. The chair 
of the TTC, Josh Colle, commented that “Mr. Byford has been no 
less than superb when it comes to taking the tens of millions of 
additional dollars city council has given the TTC ...” Colle also 
praised Byford’s “relentless focus on customer service,” which 
he said had made the transit system “cleaner, safer and more 
reliable for our customers.” 

Byford left the TTC to become the CEO of the New York 
City Transit Authority (NYCTA). The NYCTA is the largest public 
transit system in North America; eight million people a day use 
it! It is in a state of operational and financial crisis. For example, 
trains are delayed 70,000 times a month now, while in 2012, 
the rate was 28,000. The on-time rate has decreased from 90 
percent in 2012 to 58 percent in 2018. Early in his tenure as 
CEO in New York, Byford spent time on the platforms to learn 
directly from passengers and to observe the conditions of the 
stations. Byford has concluded that the NYCTA has a “coercive 
attitude” to its employees, which has resulted in many prob- 
lems. Byford has a massive performance challenge in front of 
him. 

SOURCES: W. Finnegan, “Tunnel Vision: Can Andy Byford Fix New York's Disastrous 
Subways? “The New Yorker, July 9 and 16, 2018: 36-49; B. Spurr, “Andy Byford Leaving 
the TIC for a Job with New York City Transit,” Toronto Star, November 21, 2017, accessed 


from https://www.thestar.com/news/gta/transportation/2017/11/21/andy-byford 
-stepping-down-as-head-of-ttc.html, July 1, 2018. 


Managers can help employees develop self- 


efficacy. Each employee has a preferred mode of 
gathering information and a preferred mode of 


evaluating and making decisions about that information. 
For example, an intuitive thinker may 


the organization most likely to be receptive to the 
approaches presented. 


(>) THE VALUE OF THINKING 
ABOUT LEARNING 


Regardless of an individual's personality, the success 
of several learning approaches emphasizes the value 
of getting learners to reflect on what and how they are 
learning. These approaches are self-regulation prompts 
in online training, error management training, and after- 
events reviews. 

Self-regulation prompting is a technique that 
was developed for online training, an increasingly pop- 
ular approach for organizational training because it can 
be cost-effective and convenient. Online training means 
the learning is essentially self-controlled and no teacher 
can easily keep an eye on how the learner is doing. Self- 
regulation prompting puts the learner into the role of 
monitoring their own learning. In this technique, learners 


are prompted at regular intervals to reflect on their 
learning through questions interspersed in the online 
delivery of material, e.g., am I concentrating on learning 
the training material? Are the study tactics I have been 
using effective for learning the training material? Which 
main points haven't I understood yet? Do I need to con- 
tinue to review before taking the final exam?" Research 
shows that the prompting not only increases learning 
(compared to participants not given the prompts) but 
learners are also less likely to disengage after failures and 
are less likely to drop out of the course. The prompts to 
self-regulate lead to more time spent on task and may 
create more internal attributions and a sense of personal 
control so learners are less likely to give up.'* 

Error management training suggests that when 
it comes to learning, the more errors you make, the better. 
In error management training, the learner is immersed 
in a safe training environment where errors are likely 
to occur, is given minimum guidance, and is encour 
aged to explore and make mistakes. The errors are posi- 


tively framed 
self-regulation 


as _ learning 
66 experiences. 
Research 
shows _ that 
not only is 
learning more 
effective than 


want to skim research reports about 
implementing total quality programs 
and then, based on hunches, decide 
how to apply the research findings 
to the organization. A sensing feeler 
may prefer viewing videotaped inter- 
views with people in companies 
that implemented total quality pro- 98 
grams and then identify people in 


prompting Questions that 
encourage learners to reflect on 


what and how they are learning. 


Managers can help 
error management 


training Immersion ina safe 
training environment where 
learners are encouraged to 
deliberately make mistakes and 
see what happens. 


employees develop 


self-efficacy. 
in a proce- 
duralized 
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_ after-events review 

_ Procedure where, following an 
experience, learners systematically 
analyze how their actions and 
decisions contributed to the success 
and failure of the performance. 


performance 
management A process of 
defining, measuring, appraising, 
providing feedback on, and 
responding to performance. 
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approach, but also after the training the learners are 
more likely to transfer their learning to new situations."” 
This seems to be because they have had so much feed- 
back and had a chance to develop rich mental models of 
their actions and the consequences. Error management 
training also seems to help participants learn to deal less 
emotionally with errors and setbacks in general and to 
plan, monitor, and evaluate their progress during task 
completion." 

The after-events review (AER, also known 
as after-action review, post-event review, or incident 
review) is a training procedure that gives the individual 
the chance to systematically analyze their decisions 
and behaviours after a learning activity or real perfor- 
mance. For example, after a first project management 
experience, employees may be asked to reconstruct their 
actions in the project and suggest which of their behav- 
iours supported the project’s success and which hindered 
the project's progress, trying to figure out their mistakes 
and why they occurred, and determine their successful 
decisions or actions, and what they can learn from their 
mistakes to improve future performance.” There is 
no sense of blame and there is no reward offered; the 
focus is on the task and analyzing what worked and 
what did not. AERs advance learning from experience 
because they direct learners to analyze their experience, 
create rich mental models of the events,'® and produce 
more internal and specific attributions. After successful 
events, the most effective 
way to gain lessons is from 
reviewing wrong actions. 
After failed experience, any 
kind of review (correct or 
wrong actions) is effective, 
though focusing on cor- 
rect actions is slightly less 
effective in improving later 
performance." Interest- 
ingly, watching an AER of 


i! ‘9 Ses on a content analysis of 

| individual annual performance 

reviews, women are 1.4 times more 

FA [] likely to receive critical subjective 

feedback rather than positive feed- 

back or critical objective feedback. 

As well, women get less constructive critical. feedback and get 
less specific feedback than men do. 


SOURCE: Paola Cecchi-Dimegtio, How Gender Bias Corrupts Performance Reviews, and What to Do About It, 
Harvard Business Review, Apml 12 2017, accessed from hittps://nbr.erq/2017/04/how- gender-dias-corrupts 
pertormance-reviews-and-what-to-do-about-it, December 19 2018. 
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another person whose performance is relevant can be 
just as effective as a personal AER if the video models a 
thorough, systematic analysis because watching still trig- 
gers self-reflection.” AERs seem to enhance learning 
not only through increased information but also through 
increased self-efficacy. Because learners have a deeper 
understanding of the reasons for their success or failure, 
there is a greater sense of mastery. AERs have been used 
in organizations as different as the World Meteorological 
Organization, Chrysler, British Petroleum and GE 
General Electric’s legendary reputation for talent man- 
agement owes much to one person, William J. Conaty, 
who retired in 2007 after 13 years as head of human 
resources and 40 years at GE. Conaty had seven keys to 
nurture leaders so they could achieve great performance. 


1. Dare to differentiate the best from the rest by con- 
stantly judging, ranking, rewarding, and punishing 


employees for their performance. 


i) 


Constantly raise the bar to improve performance, 
which leaders do both among their own team 
members and for themselves. 


3. Do not be friends with the boss but establish your 
own trustworthiness and integrity as a confidant 
to all. 


4. Become easy to replace by developing great suc- 
cession plans, especially when you do not need 
them, and mentoring the next generation. 


5. Be inclusive and do not favour people that you 
know because it can undermine your success. 


6. Free up others to do their jobs, especially by taking 


things off your boss’s desk that are better done by 
you or others. 


—l 


. Keep it simple by being consistent and straightfor- 
ward because most organizations require simple, 
focused, and disciplined communications.”° 


(>) PERFORMANCE MANAGEMENT 


Ultimately, an organization is concerned with the perfor- 
mance or task accomplishments of the individuals and 
teams within it. The organization’s success and survival 
depend on that performance. Research has shown that 
the more people know what to do, why, and how, and 
care about it, the more likely their performance will be 
successful. This is the underlying premise of perfor- 
mance management. 

Performance management is a process of 
defining, measuring, appraising, providing feedback 
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on, and responding to performance.”’ Defining perfor- 
mance in behavioural terms is an essential first step 
in the process. Once defined, performance can be 
measured and assessed so that workers can receive 
feedback and managers can set goals to improve per- 
formance. Positive performance behaviours should be 
rewarded, and poor performance behaviours should be 
corrected. 


sk any company which 

HRM process has the 
most significant impact on 
employee performance, 
and it will likely point to its 
performance management 
system. Companies use per- 
formance management sys- 
tems to evaluate the work 
of their employees, then train, promote, and pay them based 
on the outcomes. Big 4 consulting firm Deloitte is no different. 

For years, Deloitte has used a performance management 
process that is similar to the process used by many companies, 
one characterized by once-a-year rankings of employees, cas- 
cading goals and objectives, backward-looking assessments, 
and 360-degree surveys to capture multiple impressions of 
employee performance. Recently, Deloitte announced a major 
overhaul of its performance management system. Why? Three 
discoveries. First, the once-a-year “batch” process of evaluating 
employee performance against goals did not reflect the need to 
evaluate real-time employee performance. The process needed 
to allow for more agility. Next, Deloitte realized that 62 percent 
of an employee's evaluation on certain criteria actually reflected 
the idiosyncrasies of the rater. For instance, how tough a rater 
evaluated an employee's strategic thinking skills depended on 
how much of a strategic thinker the rater was. Finally, a study of 
their own work teams found that employees who believed they 
had a chance to use their strengths at work were the highest 
performers. Deloitte's redesigned performance management 
is characterized by compensation decisions that are separate 
from daily performance, regular or per-project “performance 
snapshots,” and weekly check-ins with managers to help keep 
performance on track. 


SOURCE: M. Buckingham and A. Goodall, “Reinventing Performance Management,’ 
Harvard Business Review (April 2015): 40-50. 
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Defining Performance 


Managers must clearly define performance if their 
employees are to perform well at work. Most work per- 
formance is multidimensional. For example, a sales exec- 
utive’s performance will require administrative, financial, 
and interpersonal skills. Defining performance (listing 
the skills and behaviours needed to perform) is a pre- 
requisite to measuring and evaluating job performance. 

One of the reasons goal setting (see Chapter 5) can 
be effective is that it clarifies task-role expectations for 
employees. Goal setting typically involves a discussion 
between supervisor and employee about what goals are 
relevant, what levels and deadlines are reasonable, and 
how varying goals compare in importance. The pro- 
cess of goal setting therefore improves communication 
between managers and employees” and reduces the role 
of stress associated with confusing and conflicting expec- 
tations, A 14-month evaluation found that goal setting 
reduced conflict, confusion, and absenteeism.” 


Goals Improve Performance Evaluation 


Goal setting is effective for not only motivational pur- 
poses but also improving the accuracy and validity of 
performance evaluation. One of the best methods for 
this is management by objectives (MBO)—a goal- 
setting program based on interaction and negotiation 
between employees and managers. 

According to Peter Drucker, who developed the 
concept of MBO over 50 years ago, the objectives-setting 
process begins with the employee writing an “employee's 
letter” to the manager. The letter explains the employee's 
general understanding of the scope of the manager's job, 
as well as the scope of the employee’s own job, and lays 
out a set of specific objectives to be pursued over the 
next six to 12 months. After some discussion and nego- 
tiation, the manager and the employee finalize the items 
into a performance plan. 

Drucker considers MBO a participative and inter- 
active process. This does not mean that goal setting 
begins at the bottom of the organization. It means that 
goal setting is applicable to all employees, even lower- 
level organizational members and professional staff 
having influence in the goal-setting process.” Most goal- 
setting programs are designed to enhance performance, 
especially when incentives 
are associated with goal 
achievement.” 

The two central ingredi- 
ents in goal-setting programs 
are planning and evaluation. 


management by 
objectives (MBO) A 
goal-setting program based 


between employees and 
managers. 
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The planning component consists of organizational and 
individual goal setting, two essential and interdependent 
processes.”° 

In planning, individuals and departments usually 
have discretionary control to develop operational and 
tactical plans to support the organizational objectives. 
The idea is to formulate a clear, consistent, measurable, 
and ordered set of goals to articulate what to do. Opera- 
tional support planning then determines how to do it. 
The concept of intention encompasses both the goal 
(what) and the set of pathways that lead to goal attain- 
ment (how).?’ 

The evaluation component consists of interim reviews 
of goal progress (conducted by managers and employees) 
and formal performance evaluation. The reviews are mid- 
term assessments designed to help employees take self- 
corrective action. The formal performance evaluation 
occurs at the close of a reporting period, usually once a 
year. Effective performance reviews must be tailored to 
the business, capture what goes on in the business, and 
be easily adapted to business changes.” 

Because goal-setting programs are somewhat 
mechanical by nature, they are most easily implemented 
in stable, predictable industrial settings and less useful at 
unpredictable organizations. Finally, individual, gender, 
and cultural differences do not appear to threaten the 
success of goal-setting programs, making them useful 
tools for a diverse workforce.” 


| ACTUAL AND MEASURED PERFORMANCE 


| Unreliability 
Invalidity 


True 
assessment 


Actual 
performance 


Measured 
performance 
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Deficiency problem 
Performance overlooked by 
the evaluator 


affecting the evaluator, 
such as mood or timing 
of the evaluation 


2. Disagreement 
between evaluators 
about methods 


3. Temporary personal 
factors, such as fatigue 
or ill health of the person 
being evaluated 


Validity problem 
Poorly defined task 
performance causing 
invalidity 


Measuring Performance 


Ideally, actual performance matches measured perfor- 
mance. Practically, this is seldom the case. Since opera- 
tional performance generates more quantifiable data, it 
is easier to measure than managerial performance. Goal 
setting is applicable to all employees, even lower-level 
organizational members and professional staff. 

Because quantifiable data is easier to discuss and 
respond to, there is a temptation to focus only on it. 
That means that other behaviour, equally important but 
harder to measure, gets ignored in performance mea- 
surement. For example, employees may have high pro- 
ductivity numbers and a low reject rate but at the same 
time not follow safety practices, refuse to assist others in 
the team environment when there are difficulties, and 
not maintain their equipment. As a result, the company 
has to pay for new equipment that wears out prema- 
turely, there is enhanced safety risk for all, and morale 
in the team is damaged. Yet, if only the employees’ pro- 
duction rate and reject rate are measured, the problems 
will not be flagged or addressed. What gets measured is 
what gets done, so it is important that all the important 
behaviours are addressed in performance measurement. 

Performance appraisal systems should improve 
the accuracy of measured performance and increase its 
agreement with actual performance. The extent of agree- 
ment is called the true assessment, as Figure 14.1 shows. 
The performance measurement problems, including 
deficiency, unreliability, and 
invalidity, contribute to inac- 
curacy. Deficiency occurs when 
important aspects ofa person's 
actual performance are over- 


looked. Unreliability results 

f; ee eee 
RalisBITIEY probleme rom poor-quality performance 
1. Situational factors measures. Invalidity stems 


from inaccurate definition of 
the expected job performance. 

Many performance-mon- 
itoring systems use modern 
electronic technology to mea- 
sure the performance of vehicle 
operators, computer techni- 
cians, and customer service 
representatives. For example, 
such systems might record the 
rate of keystrokes or the total 
number of keystrokes for a 
computer technician, or how 
long the employee was at the 
work station.°° 
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When is electronic monitoring spying and when is it 
acceptable to employees? Employees who show strong 
commitment and identification with the organization 
are more likely to accept electronic monitoring and 
surveillance and those with low commitment are most 
likely to find innovative ways to circumvent the moni- 
toring system. This creates an interesting paradox in that 
committed individuals are unlikely to need monitoring 
anyway because their goals align with the organization’s 
goals, whereas the uncommitted employees may need 
monitoring yet are more likely to undermine its success. 
Monitoring seems to be more accepted where employees 
know what is being monitored and the rationale behind 
it (enhancing procedural justice), and how the informa- 
tion will be used (and not abused). If the company has an 
ethical culture that clearly practices and rewards ethical 
behaviour, electronic monitoring ismore accepted.” 

Measuring the performance is one step and sharing 
the performance appraisal with the employee is another 
step, also fraught with potential difficulties. The value 
and challenges of giving performance feedback are 
addressed next. 


©) PERFORMANCE FEEDBACK 


Feedback sessions create stress for both supervisors and 
employees. Early research at General Electric found 
employees responded constructively to positive feed- 
back, but often responded defensively to critical or nega- 
tive feedback, by shifting responsibility for the problem, 
denying it outright, or providing a wide range of excuses 
for it.°? However, although it is easier to give and accept 
positive feedback, negative feedback is typically more 
effective in improving subsequent performance.” Some- 
times performance actually decreases after feedback, 
particularly positive feedback because people feel they 
have achieved their aim and do not need to continue to 
work so hard.* The earlier discussion of AERs empha- 
sized the value of discussing errors even within the con- 
text of success. 

Both supervisor and employee should try to make 
performance feedback a constructive learning experi- 
ence because feedback has long-term implications for 
the employee's performance and for their working rela- 
tionship. The following three guidelines are useful for 
providing evaluative feedback.” First, refer to specific, 
verbatim statements and specific, observable behav- 
iours displayed by the employee. This enhances the 
acceptance of the feedback while discouraging denial. 
Second, focus on changeable behaviours, not intrinsic 
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or personality-based attributes. Third, plan the session 
ahead of time, notifying the person who will receive the 
feedback so that both parties can be ready. 

Supervisors should start coaching and counselling 
sessions with something positive. Once the session is 
under way and rapport is established, then the evaluator 
can introduce more difficult and negative material. No 
one is perfect, so everyone can learn and grow through 
performance feedback sessions. Critical feedback is the 
basis for improvement. It is especially challenging to give 
feedback in times of stress because employees are less 
likely to make good use of the feedback, reacting emo- 
tionally rather than focusing on systematically deter- 
mining what happened. Because evaluation itself can 
be stressful, it is advisable to let employees know before- 
hand when it will happen but not to emphasize it, to avoid 
comparisons with others and focus strictly on the tasks, 
and not to emphasize the negative consequences, espe- 
cially for employees who are high in trait anxiety,*’ 


360-Degree Feedback 


Many organizations use 360-degree feedback, which 
is based on multiple sources of information, to improve 
the accuracy of performance appraisals. Evidence sug- 
gests that including self-evaluations in this process makes 
evaluation interviews more satisfying, more construc- 
tive, and less defensive.** Some dislike the fact that self- 
evaluations often disagree with supervisory evaluations.” 
However, these disagreements are part of the full picture 
of the person’s performance. The 360-degree feedback 
method provides a well-rounded view of performance 
from superiors, peers, followers, and customers.*’ It 
has high reliability and validity, and individuals usually 
improve after receiving the feedback, although not by a 
large amount. Interestingly, the ones who improve the 
most are the ones who originally overrate their perfor- 
mance, and receive negative feedback indicating they 
are out of line with how others see them.*! 

360-degree feedback can be improved by adding 
a systematic coaching component.” By focusing on 
enhanced self-awareness and behavioural management, 
feedback-coaching improves performance, satisfaction, 
and commitment, and reduces intent to turnover. Sepa- 
rating the performance feedback component from the 
management development component also improves 
the 360-degree method.® 
The feedback component 
contains quantitative feed- 


360-degree feedback A 
process of self-evaluation and 


back and erformance evaluations by a manager, peers, 
P . . 
measures, while the man- direct reports, and possibly 
customers. 
agement development 
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component emphasizes qualitative feedback and com- 


petencies for development. 


Developing People and Enhancing Careers 


Good performance appraisal systems develop people and 
enhance careers. Developmentally, performance appraisals 
should explore individual growth needs and future per- 
formance. The supervisor must establish mutual trust to 
coach and develop employees. The supervisor must be vul- 
nerable and open to challenge from the subordinate while 
maintaining responsibility for the subordinate’s best inter- 
ests. Good supervisors are skilled, empathic listeners who 
encourage employees to discuss their aspirations.” 

Employees must also take active responsibility for 
future development and growth. This might mean chal- 
lenging the supervisor's ideas about future develop- 
ment and expressing their own goals. Passive, compliant 
employees cannot accept responsibility for themselves 
nor achieve full emotional development. 

FedEx has incorporated a novel and challenging 
approach to evaluation in its blueprint for service quality. 
All managers at FedEx are evaluated by their employees 
through a survey-feedback—action system. Employees 
evaluate their managers using a five-point scale on 29 
standard statements and 10 local option ones. Low rat- 
ings suggest problem areas requiring management 
attention. One year the survey revealed that employees 
thought upper management was not paying attention to 
ideas and suggestions from people at their level. CEO 
Fred Smith developed a biweekly employee newsletter 
to correct the problem. 


Key Characteristics of an Effective 
Appraisal System 


Effective performance appraisal systems have five 
key characteristics: validity, reliability, responsiveness, 


Federal Express 
nea 


car 
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merican Express (AmEx), a company with operations 
a the world, was founded in 1850 to provide freight 
forwarding and delivery services. Since then AmEx has evolved 
into a global financial services company, perhaps best known 
for its American Express charge card. With about 65,000 
employees worldwide, enhancing the performance capabilities 
of employees is an important concern at AmEx, and this concern 
is addressed through the activities of the American Express 
Learning Network (AELN). Jeanette Harrison, vice president of 
AELN, explains the importance of superior employee perfor- 
mance in the financial services industry. She says, “Anytime 
you're touching your own money—let alone anyone else’s— 
you want control and compliance to be top of mind. That 
includes privacy of data, data integrity and ensuring appro- 
priate adherence to all regulations and legislation. That has 
always been fundamental to the learning network's curriculum.” 

The stated mission of AELN is to “ready all those who 
serve’—a mission that is very close to the “approximately 
15,000 customer-care professionals within the company’s 
Service Delivery Network, which is responsible for assisting card 
members and merchants with needs ranging from processing 
new accounts to card remittance.” 

According to Harrison, the initial learning for customer-care 
employees focuses on ensuring that “everyone has a solid under- 
standing of how they introduce themselves, how they ensure the 
appropriate privacy and security levels for all of our customers 
and how they proceed into the interaction.’ Harrison explains fur- 
ther that employees’ interaction with customers is about solving 
problems, whether it’s a customer's question, a request for a 
replacement credit card, a request for information, or some other 
issue. Consequently, customer service learning is oriented toward 
training scenarios that involve problem resolution. 

AELN provides both technical training and soft skills 
training. Technical training focuses on learning the specific job, 
how to use different software applications, and how to process 
forms, among other skills. Soft skills training addresses topics 
such as customer care principles, speaking and listening skills, 
dispute resolution, and others. 

In summarizing the desired outcomes of AELN’s customer 
service training, Harrison emphasizes, “We're not looking for 
service—we'e looking for extraordinary service.” 


SOURCES: Anonymous, “Our Story—About American Express,” American Express, 
http://home3.americanexpress.com/corp/os/history.asp, accessed July 10, 2009; R. 
Hill, “Analysis for the American Express Learning Network (AELN),’ November 3, 2008, 
http://www.robertphill.com/portfolio/media/artifacts/AELN_analysis.pdf, accessed 
July 9, 2009; B. Summerfield, “American Express’ Jeanette Harrison: Learning as a 
Service,” Chief Learning Officer, March 2008: 28, www.clomedia.com. 
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flexibility, and equitability. Validity means capturing 
multiple dimensions of a person's job performance. Reli- 
ability means collecting evaluations from multiple sources 
and at different times throughout the evaluation period. 
Responsiveness means allowing the person being evalu- 
ated some input. Flexibility means staying open to modi- 
fication based on new information, such as situational 
demands. Equitability means evaluating fairly against 
established criteria, regardless of individual differences. 


(© REWARDING PERFORMANCE 


Performance appraisals can provide input for reward 
decisions. If organizations celebrate “teamwork,” 
“values,” and “customer focus,” then they must reward 
behaviours demonstrating these ideas. Despite their 


importance, reward decisions are among the most dif- 
ficult and complicated decisions managers make. While 
pay and rewards for performance have value, so too do 
trust, fun, and meaningful work. 

Reward and punishment decisions affect entire organi- 
zations, not just the individuals receiving the consequence. 
Reward allocation involves sequential decisions about 
which people to reward, how to reward them, and when to 
reward them. These decisions shape all employees’ behav- 
iour, either directly or through vicarious leamming especially 
when new programs are implemented. People watch what 
happens to peers who succeed and who make mistakes; 
then they adjust their own behaviour accordingly. 


Individual versus Team Reward Systems 


Although some say it is a myth that people work for 
money,” evidence shows that money is a powerful reward 
that can trigger dramatic improvements. Meta-analytic 
reviews comparing different motivational approaches 
showed individual pay incentives increased productivity on 
average by 30 percent, far beyond any other approaches 
(e.g., job enrichment achieves gains of 9-17 
percent; enhanced employee participation 
less than one percent).*” This is because 
money is not simply an extrinsic motivator 
but also a form of recognition, providing 
information on competence. Besides an 
incentive effect, pay-for-performance plans 
can have a sorting effect, influencing who 
applies to a job and who stays with the 
organization.” Less productive workers 


Organizations get 
the performance 
they reward, not the 


performance they say 


achievement” and self-efficacy.*' Individual incentive plans 
may create problems by undermining cooperative behay- 
iour and encouraging dysfunctional competition. They may 
also be seen as unfair when factors out of the control of the 
employee affect performance (e.g., employees assigned to 
“bad” shifts selling less because there are simply fewer cus- 
tomers walking through the door). 

Team reward systems solve the problems caused by 
individual competitive behaviour by encouraging joint 
effort, cooperation, and the sharing of information and 
expertise. For example, incentives or merit pay can be 
based on group performance rather than individual 
performance. Gainsharing plans emphasize collective 
cost reduction by allowing workers to share in the gains 
achieved by reducing production costs. Profit sharing 
encourages everyone in the organization to support each 
other as they all play a role in contributing to the orga- 
nization’s ultimate success and their pay-offs. However, 
group-based plans also have their drawbacks. One is the 
fact that, in a rather individualistic society like Canada, 
many prefer their pay to be based on individual per- 
formance,” and this preference is strongest among the 
most productive and achievement-oriented employees 
who may feel frustrated at “carrying” weaker workers. 
Group size is a moderator of any group plan effective- 
ness. Expectancy effects weaken as the employee sees 
less impact of their own effort on group output. For 
example, doubling the number of employees involved in 
a gainsharing plan can cut the productivity gain in half.°° 

A third option is to use a hybrid approach to 
rewarding employees. With interdependent teams, 
higher performance can result from the use of both indi- 
vidual and shared rewards, recognizing individual con- 
tributions while also encouraging cooperation. Hybrid 
reward systems lead to increased sharing of information 
and reduced social loafing.” 


The Power of Earning 


Both individual and team reward systems 
shape productive behaviour. Effective per- 
formance management boosts individual 
and team achievements in an organization. 
Performance management and reward sys- 
tems assume a demonstrable connection 
between performance and rewards. Orga- 
nizations get the performance they reward, 
not the performance they say they want.” 
Further, when there is no apparent link 


may quit when switched from salary to an they want. between performance and rewards, people 
incentive system‘ whereas incentive plans may begin to believe they are entitled to 
are attractive to those higher in need for 99 rewards regardless of their performance. 
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Jupiter Images. Bank notes image used with the permission of the Bank of Canada. 


The notion of entitlement at work is counterproduc- 
tive when it counteracts the power of earning.” People who 
believe they are entitled to rewards are not motivated to 
behave constructively. Merit raises in some organizations, 
for example, have come to be viewed as entitlements, thus 
reducing their positive value in the organizational reward 
system. Entitlement engenders passive, irresponsible 
behaviour, whereas earning engenders active, responsible, 
adult behaviour. The power of earning rests on a direct 
link between performance and rewards. 


> corRectinG Poor 
PERFORMANCE 


Often a challenge for supervisors, correcting poor per- 
formance is a three-step process. First, supervisors must 
identify the cause or primary responsibility for the poor 
performance. Second, if the primary responsibility is a 
person's, supervisors must determine the source of the 
personal problem. Third, they must develop a plan for 
correcting the poor performance. The Self-Assessment 
at the end of the Chapter helps you examine one of your 
own poor performances. 


A number of problems trigger poor performance. 
These include poorly designed work systems, poor 
selection processes, inadequate training and_ skills 
development, lack of personal motivation, and personal 
problems intruding on the work environment. Not all 
poor performance is self-motivated; some is induced 
by the work system. Therefore, a good diagnosis should 
precede corrective action. For example, it may be that 
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an employee is subject to a work design or resources 
issue that keeps the employee from exhibiting good 
performance. 

If the poor performance can’t be attributed to work 
design or organizational process problems, then supervi- 
sors should examine the employee. The problem may lie 
in (1) some aspect of the person’s relationship to the orga- 
nization or supervisor, (2) some area of the employee's 
personal life, or (3) a training or developmental deficiency. 
In the latter two cases, poor performance may be treated 
as a symptom rather than a motivated consequence. In 
such cases, identifying financial problems, family diffi- 
culties, or health disorders may help the employee solve 
problems before they become too extensive. 

Poor performance may also stem from an employ- 
ee’s displaced anger or conflict with the organization or 
supervisor. In such cases, the employee may be unaware 
of the internal reactions causing the problem. Such 
angry motivations can generate sabotage, work slow- 
downs, and work stoppages. The supervisor may attri- 
bute the cause of the problem to the employee, while 
the employee attributes it to the supervisor or organiza- 
tion. Supervisors must treat the poor performance as a 
symptom with a deeper cause and resolve the underlying 
anger or conflict. 

However, there is a danger that supervisors will tend 
to leap prematurely to the conclusion that performance 
problems are to be blamed on the employee. It is impor- 
tant for a supervisor to think through the consensus, 
consistency, and distinctiveness aspects of the situation: 
how have others done in a similar situation? How has this 
employee performed in similar situations in the past? 
How is this employee performing in very different tasks? 
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Coaching, Counselling, and Mentoring 


Supervisors have important coaching, counselling, and 
mentoring responsibilities to their subordinates. Super- 
visors and coworkers are often more effective guides than 
formally assigned mentors from higher up in the organi- 
zational hierarchy.” Success in the mentoring relation- 
ship depends on openness and trust.® This relationship 
may help address performance-based deficiencies or 
personal problems.” In either case, the supervisors can 
play a helpful role in employee problem-solving activi- 
ties without accepting responsibility for the employees’ 
problems. They may also refer the emplovee to trained 
professionals. 

Coaching and counselling are among the career 
and psychosocial functions of a mentoring rela- 
tionship.” Mentoring is a work relationship that 
encourages development and career enhancement. 
Mentor relationships typically go through four 
phases: initiation, cultivation, separation, and redefi- 
nition. Mentoring offers protégés many career ben- 
efits.°' The relationship can significantly enhance 
the early development of a newcomer and the mid- 
career development of an experienced employee. 
Some organizations, such as IBM, offer mentoring 
at all levels of employment.” One study found that 
good performance by newcomers increased del- 
egation from leaders.® Peer relationships can also 


oO 
is increasingly used to outsource the business men- 


enhance career development.” Executive coaching 


toring functions.© Informational, collegial, and spe- 
cial peers aid the individual’s development by sharing 
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[REND Positive Feedback 


«ae more organizations are asking their managers to 
“accentuate the positive’ and urged to use praise and 
emphasize small victories rather than focus on what workers 


ago wrong. For example, it was once the conventional prac- 
tice for BCG managers to evaluate employee performance by 
calling attention to their missteps and areas for improvement. 


According to Michelle Russell, a BCG partner, “We would bring 
them in and beat them down a bit.” After the feedback session, 
the company noticed that some employees would not return. 
Rather than motivate them to improve their performance, the 
harsh feedback resulted in employees feeling disheartened 
and shaken, with reduced confidence. Now BCG managers 
are expected to focus on a particular worker's strength and to 
mention no more than one or two areas that require improve- 
ment. While overly positive feedback may lead to managers 
overlooking serious performance problems; however, people 
tend to perform better when they're encouraged and inspired. 


SOURCE: R. Feintzeig, “You'te Awesome! Firms Scrap Negative Feedback——Managers Ease Up on Harsh 
Reviews; in Past, We'd Beat Them Down a Bit;” Walt Street Journal, February 11, 2015: BY 


information, career strat- 
egizing, job-related feed- 
back, emotional support, 
and friendship. (Chapter 18 
explores mentoring further. ) 


mentoring A work 
relationship that encourages 
development and career 


through the career cycle. 
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CL] Take a“What about You?” Quiz related to material in the chapter. 


L] Test your understanding with a quick Multiple-Choice Pre- 
Test quiz. 


L] Read the eBook, which includes discussion points for 
questions posed in the Cases. 


L] Watch Videos related to chapter content. 


LJ Use the available Flashcards and Matching Quizzes to test 
your understanding of key terms and concepts. 


[J See how much you've learned by taking a Post-Test. 
L] Watch Videos related to chapter content. 


CJ Use the available Flashcards and Matching Quizzes to test 
your understanding of key terms and concepts. 


[] See how much you've learned by taking a Post-Test. 
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WHAT ABOUT YOU? 


How Do You Correct Poor Performance? 


At one time or another, each of us has had a poor performance 
of some kind. It may have been a poor test result in school, a 
poor presentation at work, or a poor performance in an athletic 
event. Think of a poor performance event that you have experi- 
enced and work through the following three steps. 


Step 1. Briefly describe the specific event in some detail. Include 
why you label it a poor performance (bad score? someone else's 
evaluation?). 


Step 2. Analyze the poor performance. 


a. List all the possible contributing causes to the poor 
performance. Be specific, such as the room was too hot, 
you did not get enough sleep, you were not told how to 
perform the task, etc. You might ask other people for pos- 
sible ideas, too. 


b. Is there a primary cause for the poor performance? What 
is it? 


Step 3. Plan to correct the poor performance. 


Develop a step-by-step plan of action that specifies what you 
can change or do differently to improve your performance the 
next time you have an opportunity. Include seeking help if it is 
needed. Once your plan is developed, look for an opportunity 
to execute it. 


Murder-Suicide at BC Government Office 


unshots close by. You have to pass the source of the shots 
G to get out of the building so, instead, you run to the 
washroom, lock yourself in, and call emergency services. You 
wait anxiously, not knowing what has happened. Four hours 
later, RCMP officers knock on the door and tell you it is safe to 
come out. You learn three are dead—the union steward, the 
office manager, and his director. This could have been your 
experience if you had been an employee of the Kamloops 
office of BC’s Ministry of Water, Land and Air Protection on 
October 15, 2002. 


The Kamloops Incident 


On the previous day’s Thanksgiving holiday, Dick Anderson, 

the Regional Pollution Protection Manager, drove to Penticton 
so he could have an early morning meeting next day with staff 
there and still make the three-hour journey back to Kamloops 
for an afternoon meeting. Anderson had the unenviable task of 
announcing that layoffs meant their jobs would be ending in 
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several months. He was not happy about having to deliver the 
message, but he was optimistic about the meeting planned for 
later, anticipating that the discussion with the regional director 
would address increasing resources and possibly save one of the 
Penticton jobs after all. Anderson drove back to his Kamloops 
office to meet with Jim McCracken at 2:00. The meeting was a 
brief five minutes. Anderson was handed two letters: one in which 
McCracken recommended to the Deputy Minister that Anderson’s 
employment be terminated, the other from the Deputy Minister 
saying Anderson had the chance to respond to the termination 
recommendation. Anderson was relieved of his duties as of that 
moment. He walked out of the building, commenting to staff that 
he had been fired because he could not “get along with people” 
Fifteen minutes later he returned to the building and entered 

the office where McCracken was meeting with Rick Mardon, the 
union steward. He fired two shots, killing McCracken and Mardon. 
The office employees scrambled to find refuge, several being 
injured in the panicked evacuation. Anderson went to his office 
and fired one more shot, killing himself. 
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Why Was It a Surprise? 


Anderson had no idea of the impending dismissal. The shock 
and humiliation were likely a major trigger for his violent 
response. A forensic psychiatrist who spoke at the coroner's 
inquest said that in his experience the biggest trigger for inter- 
personal violence is disrespect or perceived disrespect. It is not 
the discipline that causes the problem but how the process was 
handled. Anderson thought he was doing a good job and then 
was suddenly told he was not. How is it possible that a senior 
manager can be completely unaware that he is in danger of 
losing his job because of issues with his performance? 


Background 


Anderson had been hired in 1989 and had several performance 
appraisals over the next few years which noted that he was 
hardworking and loyal but his communication style could 
benefit from greater tact and diplomacy. Anderson accepted 
these early appraisals and took them as an opportunity to 
improve. His last formal performance appraisal, in 1995, noted 
that Anderson had taken steps to reduce stress and manage 
his emotions when dealing with staff but that the situation 
should be monitored. Between 1995 and 2002 there is no 
documentation about Anderson's performance—no perfor- 
mance appraisals, no formal complaints. Does that mean his 
performance improved? No. At the coroner’s inquest coworkers 
and staff testified that through most of his career with the 
ministry his management of people was an issue. His main 
problems were an inability to delegate, micromanagement, 
“extreme negativity and assumption of the worst-case scenario, 
lack of anger and stress control and a tendency to bully staff 
into compliance.’ The former regional director noted that he 
had anticipated complaints from staff because of Anderson’s 
managerial style so when he received them he did not formally 
document them because he thought they were not credible. 
Apparently there were several verbal coaching sessions but 

no record of date and content. At the time of the crisis in 2002 
Anderson was having difficulty finding people who would 
work for him and morale in his office was low. He accepted 
McCracken’s suggestion to hire an outside facilitator to do a 
stress/change workshop for his staff. Anderson was not aware 
that the facilitator was reporting to his senior manager, had 
concluded that Anderson was the problem, and recommended 
Anderson's immediate removal. Days later, the termination 
occurred. Ironically, although McCracken had arranged for 
security personnel to attend an event occurring the day after 
Anderson’s termination in case he disrupted it, McCracken did 
not think to take similar precautions for the termination itself. 
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Recommendations from Investigators 


Could the violence have been avoided if things had been 
handled differently? Could similar events be prevented in 
future? This was the focus of investigations by several groups. 
Investigation reports by the Workman's Compensation Board, a 
coroner's jury and a joint union management workplace com- 
mittee yielded recommendations to the ministry, many around 
issues of performance management: 

° Ensure that people have positive, effective leadership skills 
when hired into supervisory roles, and that they understand 
the use of constructive and progressive discipline. (p. 4) 

* All employees should receive annual performance reviews 
and performance plans. (p. 6) 

¢ Performance reviews for managers should be 360-degrees 
(input by coworkers, subordinates, and the employee's 
supervisor) and include a review of staff interaction and 
management styles. (p. 6) 

e New supervisors should review all staff appraisals. (p. 6) 

* The performance review process within the ministry should 
be reviewed for effectiveness. (p. 6) 


As a result, BC took a number of steps, adding units on violence 
prevention and trust to its leadership training program, modi- 
fying its hiring practices, ensuring performance appraisals are 
held regularly, requiring supervisors to provide feedback on 
employee interactions with staff and supervisors, and devel- 
oping a 360-degree assessment program. 


The irony is that, instead of killing the others and himself, if 
Anderson had charged the ministry with wrongful dismissal, 
he would likely have won. There is no evidence that Anderson 
had ever been disciplined nor warned of any misconduct, and 
his personnel file showed no concerns with his leadership 
abilities. Unaware of the issues, how could he have changed his 
behaviour? 


SOURCE: Copyright © Province of British Columbia. All rights reserved. Reproduced with permission of the 
Province of British Columbia. 


Apply Your Understanding 


1. Explain what performance management is and how the 
ministry failed to apply the process in Anderson's case. 


2. Discuss how the principles of feedback should have been 
followed in Anderson's case. 


3. Explain how Anderson's manager could have applied the 
three steps for correcting poor performance. 
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SHOPIFY 


CONTINUED LEARNING AS A PATH 
TO SUCCESS 


Shopify emphasizes hard work and learning as the path to 
success at the company. One reviewer, who has worked at 
Shopify for more than a year, notes on Glassdoor, “Shopify is a 
great place to learn and growl] you will experience situa- 
tions that are challenging and exciting.” However, the same 
reviewer also notes, “Communication between leadership 
and workers need[s] to be ironed out. There's a lack of training 
resources available to teach new leads.” Without the neces- 
sary training, Shopify’s employees will not be able to achieve 
their performance goals. Another reviewer describes Shopify’s 
commitment to developing a learning culture. The reviewer 
observes that “I've learned more than | thought | would, and 
developed professionally and personally more than any other 
job I've had. You get the opportunity to work with a diverse 
group of colleagues who all bring something to the table.” 


“Guru" is a critical role at Shopify. Gurus are Shopify’s 
front-line support; they provide the point of contact for 


RUNNING CASE 


merchants on a day-to-day basis. They support shop 
owners and communicate through various means such as 
e-mails, phones, and chats. Gurus need to be resourceful. 
Gurus are placed in Squads. Squads are teams of 10 people 
that work the same shifts. Gurus learn that being a guru isa 
stepping stone position but, according to another Glass- 
door reviewer, “[It is next] to impossible to get promoted 
within the company—the bottlenecks at every position 
are astounding.’ 

SOURCES: Shopify, “Guru 101—About the Role,” accessed from https://supporthiring.shopify.com/pages/ 
guru-101-the-customer-success-guru-role, September 28, 2018; Glassdoor, https://www.glassdoor.ca/ 


Reviews/Shopify-Reviews-E675933_ P2.htm and https://www.glassdoor.ca/Reviews/Shopify-Reviews 
-£675933_P3.htm, accessed September 28, 2018. 


Apply Your Understanding 


1. How important is the Guru role to Shopify’s mission? 

2. How could Shopify use the goal-setting process to drive 
performance? 

3. Why is training so important for effective performance 
management? 
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Jobs and the 
Design of Work 


LEARNING OUTCOMES 


After reading this chapter, you should be able to do the following: 


Differentiate between job and work. 


Explain how job enlargement and job rotation counter 
Taylor’s scientific management concepts. 


Explain the job characteristics model, and how it has been 
expanded by subsequent research. 


ergonomics, and job crafting. 


Identify and describe contemporary issues facing 


organizations in the design of work. 


kate sept2004/E+/Getty Images 


~. Describe the concepts of social information processing (SIP), 


work Mental or physical 
activity that has productive 
results. 


job A set of specified work and 
task activities that engage an 
individual in an organization. 


The design of jobs and work is a central issue in orga- 
nizations. A poorly designed job can have significant 
demotivating impacts on managers and employees. On 
the other hand, jobs designed well can result in engaged 
employees. We know engaged employees can make 
significant contributions to organizational outcomes, as 
they are motivated to work with enthusiasm and commit- 
ment. There is evidence that individual engagement can 
have measurable business outcomes—“[we] conclude ... 
that employee satisfaction and engagement are related 
to meaningful business outcomes at a magnitude that is 
important to many organizations. ...”! 

Through work, people become securely attached to 
reality and securely connected in human relationships. 


©) work IN ORGANIZATIONS 


Work is effortful, productive activity resulting in a 
product or a service. A job is defined as an employee's 
set of specific task activities in an organization, assigned 
pieces of work to be done in a specified time period. 
Work is an especially important human endeavour 
because it has a powerful effect in binding a person to 
reality. Through work, people become securely attached 
to reality and securely connected in human relationships. 
Work has different meanings for different people. For all 
people, work is organized into jobs, and jobs fit into the 
larger structure of an organization. The structure of jobs 
is the concern of this chapter, and the structure of the 
organization is the concern of the next chapter. Both chap- 
ters emphasize organizations as sets of task and authority 
relationships through which people get work done. 


The Meaning of Work 


Many big lottery winners choose to continue working. 
Work does not simply fulfill financial needs; it is an 
important element of most people's lives. It contributes 
to their identity, their self-esteem, social interaction and 
status, and the fulfillment of personal needs as well as 
practical ones.” 

In a study of lottery winners, the majority (85 percent) 
chose to continue working, even though the average win in 
that group was $2.59 million. The choice to quit was cer- 
tainly related to the amount 
won, but also strongly related 
to the centrality of work in the 
lives of the winners. Those to 
whom work was important 
chose to continue working 
despite no longer having the 
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financial incentive. For example, a 64-year-old bus driver 
who won $20 million stated that the “lottery is just a bonus 
that came my way; it has not or will not affect my work 
habits and goals in life.” 

The key role of work in our lives is demonstrated 
by the impact on both physical and psychological health 
when work is lost. One longitudinal study followed 
meat-processing workers after their plants closed and 
compared them to similar workers in a neighbouring 
community who had not lost their jobs. It found a signifi- 
cant difference in mental distress leading to serious self- 
harm.’ Other studies link involuntary job loss to the risk 
of stroke,® heart disease and arthritis,° depression, sub- 
stance abuse, and anxiety.’ Several international studies 
assess the importance of work as compared with other 
aspects of people’s lives and show that work is typically 
ranked second in importance to family in most coun- 
tries.* One study examined 5,550 people across 10 occu- 
pational groups in 20 different countries, asking them to 
complete the Work Value Scales (WVS),° which consists 
of 13 items measuring various aspects of the work envi- 
ronment, such as responsibility and job security. The 
study found two common basic work dimensions across 
cultures. Work content is one dimension, measured by 
items such as “the amount of responsibility on the job.” 
Job content is the other dimension, measured by items 
such as “the policies of my company.” This finding sug- 
gests that people in many cultures distinguish between 
the nature of the work itself and elements of the con- 
text in which the work is done. This supports Herzberg’s 
two-factor theory of motivation and his job enrichment 
approach discussed later in this chapter. 


Jobs in Organizations 


Task and authority relationships define an organiza- 
tion’s structure. Jobs are the basic building blocks of this 
task—authority structure and are considered the micro- 
structural element to which employees most directly 
relate. Jobs are usually designed to complement and sup- 
port other jobs in the organization. Isolated jobs are rare. 

Jobs in organizations are interdependent and 
designed to make a contribution to the organization’s 
overall niission and goals. For salespeople to be suc- 
cessful, the production people must be effective. For 
production people to be effective, the materials depart- 
ment must be effective. These interdependencies require 
careful planning and design so that all of the “pieces of 
work” fit together into a whole. For example, an envelope 
salesperson who wants to take an order for one million 
envelopes from Canadian Tire Financial Services must 
coordinate with the production department to establish 
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study of Canadian and 

American zookeepers 
illustrated the impact of 
work centrality so deeply 
personal that work is seen 
as a personal calling. Those 
zookeepers with a sense of 
calling found their work more significant and important. At the 
same time, they were more willing to sacrifice money, time, and 
physical comfort for their work, and were more vulnerable to 
exploitation by management. Devotion to the job permeated 
their lives, giving them great meaning but it came at a price. 


SOURCE: “The Call of the Wild: Zookeepers, Callings and the Double-Edged Sword of 
Deeply Meaningful Work,” Administrative Science Quarterly 54 (2009): 32-57. 


an achievable delivery date. The failure to incorporate 
this interdependence into their planning could create 
conflict and doom the company to failure in meeting 
Canadian Tire’s expectations. The central themes of this 
chapter are designing work and structuring jobs to pre- 
vent such problems and to ensure employee well-being. 
Inflexible jobs that are rigidly structured have an adverse 


effect and lead to stressed-out employees. 


A multi-tasker in action! 
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The larger issues in the design of organizations are 
the competing processes of differentiation and integra- 
tion in organizations (see Chapter 16). Differentiation 
is the process of subdividing and departmentalizing the 
work of an organization. Jobs result from differentiation, 
which is necessary because no one can do it all. Even 
small organizations must divide work so that each person 
is able to accomplish a manageable piece of the whole. 
At the same time the organization divides up the work, it 
must also integrate those pieces back into a whole. Inte- 
gration is the process of connecting jobs and departments 
into a coordinated, cohesive whole. For example, if the 
envelope salesperson had coordinated with the produc- 
tion manager before finalizing the order with Canadian 
Tire, the company could have met the customer's expec- 
tations as integration had occurred. 


~ > TRADITIONAL APPROACHES 
~ TO JOB DESIGN 


The balance of integration and differentiation—decisions 


about who does what—can have a significant impact on 
behaviour in organizations. People can respond to their 
work positively or negatively, with consequences for 
the organization. We saw in Chapter 6 how excessive 
demands and lack of control are major sources of stress 
for workers. Job design underlies demands and con- 
trol and, consequently, stress. Job design also offers the 
opportunity to create work that engages people. Many 
managers underestimate the importance of job design 
characteristics in motivating employee performance." 
This is ironic considering managers often have more con- 
trol over the design features of their employees’ jobs than 
over technology, organizational culture, relationships, or 
people themselves. We will examine how approaches to 
job design have changed over time, starting with the tra- 
ditional approaches from the 20th century. 


Scientific Management 


Scientific management, an approach to work design first 
advocated by Frederick Taylor, emphasized work simpli- 
fication. This emphasis on simplification is rooted in the 
idea of division of labour advocated by early economists 
Smith! and Babbage,!? who believed productivity would 
increase if work could be 
broken down into simple 
tasks. Work simplification 
is the standardization and the 
narrow, explicit specification 


work simplification 


explicit specification of task 
activities for workers. 
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Standardization and the narrow, 


Wee 


of task activities for workers." Jobs designed through sci- 
entific management have a limited number of tasks, and 
each task is specified so that the worker is not required to 
think or deliberate. According to Taylor, the role of man- 
agement—and the industrial engineer, in particular—is 
to calibrate and define each task carefully. The role of the 
worker is to execute the task. Work simplification is the 


underlying principle of assembly-line work. The elements 
of scientific management, such as offering breaks for 
workers (which were not common in Taylor's time), differ- 
ential piece-rate systems of pay, the careful selection and 


job enlargement A method 
of job design that increases the 
number of activities in a job 

to overcome the boredom of 
overspecialized work. 


job rotation A variation of 
job enlargement in which workers 
are exposed to a variety of 
specialized jobs over time. 


training of workers, and time- 
and-motion studies all focus 
on the efficient use of labour 
to the economic benefit of the 
corporation. Many of Taylor's 
approaches persist because 
they were and are successful. 
The time-and-motion studies 
have not seen continuing 
popularity, however, despite 


Work simplification is the underlying principle of 


assembly-line work. 
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their contribution to scientifically reshaping work to be 
more effective. 

Work simplification has some benefits but it also 
has significant drawbacks. Its benefits include (1) low 
skill requirements mean lower wages, ease in replacing 
absent workers, and speed in training; (2) allowing 
people of diverse backgrounds to work together in a sys- 
tematic way; which (3) leads to production efficiency and 
higher profits. Its drawbacks include (1) undervaluing 
worker capacity for thought and ingenuity; underuti- 
lization means loss of opportunity for the organization 
to gain from employee creativity and problem solving; 
(2) boring, repetitive work for employees, leading to 
problems such as repetitive strain injuries, absenteeism, 
turnover, substance abuse; and (3) dehumanization. 

Scientific management triggered a reactionary 
focus on the importance of people and their feelings 
about work conditions. This human relations movement 
launched the Hawthorne studies described in Chapter 1 
that examined how people’s work changed under varying 
conditions. Worker satisfaction and motivation were 
seen as key to the organization's success. 


Job Enlargement/Job Rotation 


Recognizing the problems created by oversimplification 
of work led to the use of job rotation and job enlarge- 
ment. Job enlargement is a method of job design that 
increases the number of tasks in a job. Job rotation, 
a variation of job enlargement, exposes a worker to a 
variety of specialized job tasks over time. The reasoning 
behind these approaches to the problems of overspecial- 
ization is as follows. First, the core problem with over- 
specialized work was believed to be lack of variety. That 
is, jobs designed by scientific management were too 
narrow and limited in the number of tasks and activi- 
ties assigned to each worker. Second, a lack of variety led 
to understimulation and underutilization of the worker, 
Third, the worker would be more stimulated and better 
utilized by increasing the variety in the job. Variety could 
be increased by increasing the number of activities or by 
rotating the worker through different jobs. For example, 
job enlargement for a lathe operator in a steel plant might 
include selecting the steel pieces to be turned and per- 
forming all of the maintenance work on the lathe. As 
an example of job rotation, an employee at a small bank 
might take new accounts one day, serve as a teller another 
day, and process loan applications on a third day. 

One of the first studies of the problem of repetitive 
work was conducted at IBM after World War II. The com- 
pany implemented a job enlargement program during 
the war and evaluated the effort after six years.!© The 
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two most important results were a significant increase 
in product quality and a reduction in idle time, both for 
people and for machines. Less obvious and measurable 
were the benefits of job enlargement to IBM through 
enhanced worker status and improved manager—worker 
communication. IBM concluded that job enlargement 
countered the problems of work specialization. 

More recent work suggests that enlargement may 
create problems. A study with employees of an English 
glass manufacturer showed that job enlargement had a 
negative impact on self-efficacy.'® Although work variety 
can be welcome, if people are given a wider range of 
tasks without also getting more influence over the situa- 
tion, it can feel like greater pressure. 

Job rotation and cross-training programs are 
variations of job enlargement. Job rotation can be a 
proactive means for enhancing work experiences for 
career development and can have tangible benefits for 
employees in the form of salary increases and promo- 
tions." In cross-training, workers are trained in different 
specialized tasks or activities. All three kinds of programs 
horizontally enlarge jobs; that is, the number and variety 
of an employee's tasks and activities are increased. 


Job Enrichment 


Although job enlargement refers to expanding the scope 
of the job by adding tasks at the same Jevel,’’ job enrich- 
ment refers to incorporating motivational factors into the 
design of the job. Job enrichment emerged from Herz- 
berg’s two-factor theory of motivation. Recall Herzberg’s 
claim that job satisfaction is a result of motivational factors 
characteristic of the work itself and that job dissatistac- 
tion results from poor hygiene factors. Job enrichment 
recommends increasing the recognition, responsibility, 
and opportunity for achievement. For example, enlarging 
the lathe operator's job means adding maintenance activ- 
ities, whereas enriching the job could mean having the 
operator meet with customers who buy the products. 

Herzberg believes that only certain jobs should 
be enriched and that the first step is to select the jobs 
appropriate for job enrichment.’ He recognizes that 
some people prefer simple jobs. Once jobs are selected 
for enrichment, management should brainstorm about 
possible changes, revise the list to include only specific 
changes related to motivational factors, and screen out 
generalities and suggestions that would simply increase 
activities or numbers of tasks. Those whose jobs are to be 
enriched should not participate in this process because 
of a conflict of interest. 

A seven-year implementation study of job enrichment 
found the approach beneficial.” Job enrichment required 
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PCS is a software services and consulting company based 
in India that has offices in 42 countries globally and cus- 
tomers throughout the world. TCS implemented an overseas 
program of job rotation for employees native to India, believing 
that sending skilled Indian employees abroad is essential to 
employee development. The program allows TCS to provide 
better service by drawing on the strength of its entire workforce 
rather than only employee talent found in the office located 
closest to the customer. TCS overseas assignments usually span 
18 to 24 months, with employees learning both from their work 
with the customer and from fellow TCS employees who are 


based permanently at that location. 


SOURCE: https://www.glassdoor.ca/Benefits/Tata-Consultancy-Services-Singapore 
-Benefits-El_lE13461.0,25_1L.26,35_IN217.htm?countryRedirect=true, accessed August 


12, 2018. 


a big change in manage- 
ment style, and the company 
found that it could not ignore 
hygiene factors in the work 
environment just because it 
was enriching existing jobs. 
Although its experience with 
job enrichment was positive, 


cross-training A variation of 
job enlargement in which workers 
are trained in different specialized 
tasks or activities. 


job enrichment Designing 
or redesigning jobs by 
incorporating motivational factors 
into them. 
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a critical review of job enrich- 
ment did not find that to 
be the case generally”! One 


problem with job enrichment Core job 


Sion far dimensions 
as a strategy for work design 


is that it is based on an over- 


simplified motivational theory. Skill variety 
Another problem is the lack Task identity 
of consideration for individual Task significance 


differences among employees. 
Job enrichment, like scientific 
management's work specializa- 
tion and job enlargement/job 
rotation, is a universal approach 
to the design of work and thus 
does not differentiate among 
individuals. There are two key 
cautions when implementing 
job enrichment: (1) an. initial 
drop in performance can be 
expected as workers accom- 
modate to the change, and (2) 
first-line supervisors may expe- 
rience some anxiety or hos- 
tility as a result of employees’ 
increased responsibility. 


©) JOB CHARACTERISTICS THEORY 


In the mid-1960s, Hackman and Oldham created job 
characteristics theory, a job design approach that came 
to dominate the field for decades. It made a significant 
departure from the earlier approaches in that it empha- 
sized the interaction between the individual and the spe- 
cific attributes of the job. It is a person—job fit model 

rather than a universal job design model. 
According to the job characteristics model 
(JCM), desirable work behaviours and attitudes are a 
result of employees experi- 
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SOURCE: J. 8, Hackman and G. R. Oldham, “The Relationship Among Core Job Dimensions, the Critical Psychological States, and On-the-Job Outcomes,” The Job Diagnostic 
Survey: An Instrument for the Diagnosis of Jabs and the Evaluation of Job Redesign Projects, 1974. Reprinted by permission of Greg R. Oldham. 


requires a variety of skills, if it has an impact on others 
(task significance), and if it involves completing a whole or 
identifiable piece of work (task identity) that one can take 
pride in. Employees need a level of autonomy in order 
to feel personally responsible for their work. Feedback is 
required for employees to know how they are doing. The 
Job Diagnostic Survey (JDS), the most commonly 
used design measure, was developed to diagnose jobs by 
measuring the core job dimensions shown in the model. 
It allows the calculation of the Motivating Potential Score 
of a job by combining the specific core dimension scores 
with the following equation: 


one a | Task | 
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variety identity significance 
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MPS = 


job characteristics encing three critical psycho- 
model (JCM) A framework 
for understanding person-job 
fit through the interaction of 
core job dimensions with critical 
psychological states within a 


person. how well they are doing 
(see Figure 15.1). Five core 
dimensions of job design 
feed directly into those crit- 


logical states: they experience 
their work as meaningful, 


they feel responsible for their Hackman and his colleagues created norms for the 


JDS by administering it to almost 7,000 employees in 876 
different jobs.” These norms established a baseline for 
comparison, allowing organizations to see whether the 
JDS scores of their jobs indicated a need for redesign. 
Using the JDS could lead immediately to suggestions 
for redesign by indicating which core job dimensions 
were weak. Hackman and Oldham suggested a number 


work actions, and they know 


Job Diagnostic Survey 
(JDS) The survey instrument 
designed to measure 

the elements in the Job 


ical psychological states. A 
Characteristics Model. p® : 


job is more meaningful if it 
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of implementing concepts to address design problems: 
(1) combining tasks into larger jobs, (2) forming natural 
work units to increase task identity and task signifi- 
cance, (3) establishing relationships with customers, (4) 
loading jobs vertically by giving more responsibility and 
authority, and (5) opening feedback channels for the job 
incumbent. For example, if an auto mechanic received 
little feedback on the quality of repair work performed, 
one redesign strategy would be to solicit customer feed- 
back one month after each repair. 

As noted earlier, the JCM is not a universal design. 
It does not suggest one size fits all. Note the moderator 
variables at the bottom of the job characteristics model 
in Figure 15.1: growth need strength, skills, and con- 
text satisfaction. These three factors influence whether 
an employee will respond positively to the five core 
dimensions. They must be considered before deciding 
to redesign a job. One of the moderators relates directly 
to Herzberg’s theory—satisfaction with work context. It 
suggests that an organization cannot forget the impact 
of the hygiene factors. So the JDS measures satisfac- 
tion with security, pay, relations with supervisors, and 
relations with others. If an organization sees issues 
in these areas, it knows they must be addressed. An 
employee may quit a perfectly designed job if fed up 
with an unreasonable supervisor or feeling drastically 
underpaid. Skills and abilities also moderate the rela- 
tionship between core job dimensions and outcomes. 
Highly motivated employees will still be limited in their 
productivity if lacking the necessary skills to achieve 
successful performance. The third moderator is an 
employee’s growth need strength (GNS), the desire to 
grow and fully develop one’s abilities. Employees with 
low GNS will not respond favourably to jobs with a high 
motivating potential. On the other hand, employees with 
high GNS will thrive in a job with variety and challenge. 

Research shows general support for the JCM in that 
the core job characteristics are moderately correlated 
with favourable attitudes and behaviours, mediated by 
the three psychological states.” Interestingly, meta-anal- 
ysis indicates that feedback influences all three critical 
psychological states, not just knowledge of results.” 
Feedback also contributes to experienced meaningful- 
ness and a sense of greater autonomy, emphasizing its 


key role in proposed job redesign. 


importance of Experienced Meaningfulness 


One of the most interesting aspects of JCM research 
is the evidence of the importance of experienced 
meaningfulness of work.” Meaningfulness has a closer 
link to attitudinal and behavioural outcomes than the 
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other critical psychological states, and all five core job 
dimensions contribute to it. Other research supports 
the apparent impact of perceived meaningfulness. 
For example, a Swedish study of patients with chronic 
pain found that the perceived meaningfulness of their 
job was a significant influence on their motivation to 
return to work.” Manipulation of task significance in 
a series of experiments with lifeguards and fundraising 
callers demonstrated the link between significance and 
performance. Callers in the task significance condi- 
tion earned more pledges; lifeguards in the task sig- 
nificance condition showed increased dedication and 
helping behaviour.” 

This work also indicates how organizations can 
enhance the task significance of a job and, subsequently, 
the experienced meaningfulness: by providing opportu- 
nities for employees to have a positive impact on others 
and by putting workers in contact with those who ben- 
efit from their work.** For example, when fundraisers 
had one 15-minute interaction with a student explaining 
how the funds made an impact in her life, it resulted in 
more than five times the weekly donation money a full 
month later. A medical study provides similar find- 
ings. When radiologists saw the photographs of patients 
whose imaging scans they were evaluating, they reported 
stronger empathy for the patients and they were more 
accurate in diagnosing medical problems. Consider 
how unusual it is for radiologists to see patient photo- 
graphs and for fundraisers to meet fund recipients, yet 
how relatively easy it is for the organization to take this 
step and make a significant difference. 

How else can we increase experienced meaning- 
fulness? JCM research suggests that giving feedback, 
autonomy, skill variety, and task identity will each con- 
tribute to meaningfulness. A study of Canadian health 
care workers, funeral directors, and dental hygienists 
demonstrated that transformational leadership enhances 
the psychological well-being of workers through 
adding meaning to their work.*! This is to be expected, 
since transformational leaders inspire and excite their 
employees (see Chapter 12). 


Expanding the Job Characteristics Model 


Criticisrn of the JCM’s narrow focus on five task attributes 
has prompted research into complementary areas. As a 
result, some researchers created the Work Design Ques- 
tionnaire (WDQ) as their version of the JDS measure.” 
The expanded model still includes the JCM original core 
dimensions but adds task variety, and divides autonomy 
into three types: work scheduling autonomy, work 
methods autonomy, and decision-making autonomy. 
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The original autonomy was a vague concept that could 
be interpreted differently. The three specific types of 
autonomy capture different employee experiences more 
accurately. The expanded model adds three broad cat- 
egories to the JCM’s original task grouping: social char- 
acteristics, knowledge characteristics, and work context 
characteristics (see Table 15.1). 

We saw the critical impact of social factors on 
workers in Chapter 6’s discussion of how social support 
prevents stress, and acts as an important buffer in times 
of high demands and low control. The expanded JCM 
posits four specific social characteristics of importance: 
the degree of interdependence between an employee's 


job and the jobs of others, the extent of interaction 
outside the organization, the degree of social sup- 
port, and feedback from others. Research shows that 
all play an important role in employees’ attitudes and 
experiences. They are strongly linked to job satisfac- 
tion, turnover intentions, subjective performance, and 
organizational commitment.” A discussion in Chapter 
14 described the key role of feedback, particularly 
negative feedback, in changing behaviour. Whereas 
managers have tended to ignore social aspects of a job, 
it is clear that the ways in which a job’s design causes 
workers to interact with others is a critical element in 


their experience of work. 


TEESE MORGESON AND HUMPHREY'S EXPANSION OF THE JCM a 
WORK DESIGN CHARACTERISTICS CRITICAL PSYCHOLOGICAL OUTCOMES , 
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* Task variety Knowledge of results + Turnover 
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—Work methods 
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« Feedback from job 
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» Information processing 
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+ Problem solving 
* Skill variety 
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* Interdependence 
* Feedback from others 
* Social support 
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+ Physical demands 
* Work conditions 


* Ergonomics 


» Satisfaction with job 


» Satisfaction with supervisor 
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+ Job involvement 


» Internal work motivation 
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* Role conflict 
Well-Being 
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Jobs also vary in their knowledge demands— 
complexity, information processing, problem solving, 
and specialization. Initial research suggests that high 
knowledge demands promote satisfaction but may also 
lead to perceptions of overload. Therefore, these high 
knowledge demands can be both engaging and over- 
whelming.* A study of Danish managers showed that 
cognitively challenging activities (e.g., problem solving) 
are linked to the experience of “flow,” an engrossing and 
enjoyable immersion in an activity.> 

The physical characteristics of a job are critical in 
an employee's perception of their work; e.g., what are 
the hazards, what does the workspace look like, how 
fatiguing is the work? The WDQ focuses on ergonomics, 
physical demands, work conditions, and equipment use. 
Humphrey and Morgeson’s* meta-analysis showed that 
these physical characteristics strongly correlate with 
stress, separately from all the other job characteristics, 
and also link to job satisfaction. 

Task uncertainty was shown to have an adverse 
effect on morale in a study of 629 employment security 
work units.** More importantly, the study showed that 
morale was better predicted by considering both the 
overall design of the work unit and the task uncertainty. 
This study suggests that if one work design parameter, 
such as task uncertainty, is a problem in a job, its adverse 
effects on people may be mitigated by other work 
design parameters. For example, higher pay may offset 
an employee’s frustration with a difficult coworker, or 
a friendly, supportive working environment may offset 
frustration with low pay. See Table 15.2 for more infor- 
mation on increasing control, reducing uncertainty, and 
managing conflict. 

Go to the Self-Assessment at the end of the chapter 
to diagnose vour current job or one you've had. 


TABLE 15.2 | 


©) ALTERNATIVE APPROACHES 
TO JOB DESIGN 


This section examines alternative work design approaches 
that have emerged. First, it discusses the social infor- 
mation-processing model and a recent variation that 
focuses on the subjective social experience of the worker. 
Then we look at job crafting and i-deals, assertions that 
employees actually shape their own jobs to a great extent. 
Finally, we examine how the changing parameters of the 
work world are influencing job design, and how perspec- 
tives on the design of work vary internationally. 


Social Information Processing 


Traditional approaches to the design of work focus 
on the objective characteristics of a job. The social 
information-processing (SIP) model emphasizes a 
job’s subjective characteristics. Specifically, the SIP model 
says that what others tell us about our jobs is important. 
The SIP model has four basic premises about the work 
environment.” First, other people provide cues we use 
to understand the work environment. Second, other 
people help us judge what is important in our jobs. Third, 
other people tell us how they see our jobs. Fourth, other 
people’s positive and negative feedback helps us under- 
stand our feelings about our jobs. This is consistent with 
the dynamic model of the job design process that views 
it as a social one involving 


job holders, supervisors, and | social information- 


processing (SIP) model A 
model that suggests that the 
important job factors depend in 
part on what others tell a person 
about the job. 


pees. 
People’s 
and reactions to their jobs 


perceptions 


are shaped by information 


Giving workers the opportunity to control 
several aspects of the work and the 
workplace 


Designing machines and tasks with optimal 


response times and/or ranges assignments 


Implementing performance-monitoring 
systems as a source of relevant feedback 
to workers 


change time 


Increasing employee access to information 


sources 


Providing employees with timely and com- 
plete information needed for their work 


Making clear and unambiguous work 


Improving communication at shift 


Participative decision making 


Supportive supervisory styles 


Having sufficient resources available to 
meet work demands, thus preventing 
conflict 
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from other people in the work environment.” In other 
words, what others believe about a person’s job may be 
important to understanding the person's perceptions 
of, and reactions to, the job. This does not mean that 
objective job characteristics are unimportant; rather, 
it means that others can modify the way these char- 
acteristics affect us. For example, one study of task 
complexity found that the objective complexity of a 
task must be distinguished from the subjective task 
complexity experienced by the employee.” Although 
objective task complexity may be a motivator, the pres- 
ence of others in the work environment, social interac- 
tion, or even daydreaming may be important additional 
sources of motivation. The SIP mode] makes an impor- 
tant contribution to the design of work by emphasizing 
the importance of other people and the social context 
of work. For example, relational job design may moti- 
vate employees to take prosocial action and make a 
positive difference in other people’s lives.“ In addition, 
the relational aspects of the work environment may be 
more important than objective core job characteristics. 
Therefore, the subjective feedback of other people 
about how difficult a particular task is may be more 
important to a person’s motivation to perform than an 
objective estimate of the task’s difficulty. 

Research for the SIP model's validity 
is mixed. Although some lab experiments 
have shown that positive social cues can 
improve productivity,” 
ments have not been so supportive. 
Positive changes in task perceptions do 
not consistently result in performance 
improvement. The effect of social cues is 


field experi- 
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considerably weaker than objective char- 
acteristics of job design, in contrast to 
SIP’s contention. 
The SIP model has been updated by 
a model of interpersonal sense making.*” 
Rather than seeing the employee as the 
SIP passive recipient of social cues about 
job tasks, the updated model sees the 
employee as actively seeking out cues 
far beyond the task. Employees want to 
understand the meaning and value of 
their work and their performance, so they 
actively construct that meaning through 
noticing cues 
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The subjective 
feedback of other 
people about how 

difficult a particular 
task is may be 
more important to a 
person's motivation 
to perform than an 
objective estimate of 
the task’s difficulty. 
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(communicating regard, worth, care) or disaffirming 
(communicating a derogatory attribute). These inter- 
pretations shape the employees’ sense of the meaning of 
their job, their role in the organization, and themselves. 
That, in turn, will influence attitudes such as job satis- 
faction and behaviours such as absenteeism and OCB. 
This model fits closely with the discussion earlier in the 
chapter about the importance of work's meaningfulness. 


ERGONOMICS AND INTERDISCIPLINARY FRAME- 
WORK Michael Campion and Paul Thayer used 
ergonomics based on engineering, biology, and psy- 
chology to develop an interdisciplinary framework for the 
design of work. Actually, they say that four approaches— 
the mechanistic, motivational, biological, and percep- 
tual/motor approaches—are necessary because no one 
approach can solve all performance problems caused by 
poorly designed jobs. We will take a closer look at the bio- 
logical and perceptual/motor approaches below. One ergo- 
nomic study of 87 administrative municipal employees 
found lower levels of upper body pain along with other 
positive outcomes thanks to the workstation redesign.” 

The interdisciplinary framework allows the job 
designer or manager to consider trade-offs and alterna- 
tives among the approaches based on desired outcomes. 
If a manager finds poor performance 
a problem, for example, the manager 
should analyze the job to ensure a design 
aimed at improving performance. The 
interdisciplinary framework is important 
because badly designed jobs cause far 
more performance problems than man- 
agers realize.” 

The biological approach to job design 
emphasizes the person's interaction with 
physical aspects of the work environ- 
ment and is concerned with the amount 
of physical exertion, such as lifting and 
muscular effort, required by the posi- 
tion. For example, an analvsis of medical 
claims at TXI Chaparral Steel Company 
identified lower back pain as the most 
common physical problem experienced 
by steel workers and managers alike. As 
a result, the company instituted an edu- 
cation and exercise program under expert 
guidance to improve employees’ lower 


ergonomics The science 
of adapting work and working 
conditions to the employee or 
worker. 


from others and interpreting 
those cues. The words and 
actions of others are inter- 
preted as either affirming 


back care. Program graduates received back cushions for 
their chairs. 

The perceptual/motor approach to job design also 
emphasizes the person's interaction with physical aspects 
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of the work environment and is based on engineering that 
considers human factors such as strength or coordina- 
tion, ergonomics, and experimental psychology. It places 
an important emphasis on human interaction with com- 
puters, information, and other operational systems. This 
approach addresses how people mentally process informa- 
tion acquired from the physical work environment through 
perceptual and motor skills. The approach emphasizes per- 
ception and fine motor skills as opposed to the gross motor 
skills and muscle strength emphasized in the mechanistic 
approach. The perceptual/motor approach is more likely 
to be relevant to operational and technical work, such as 
keyboard operations and data entry jobs, which may tax a 
person’s concentration and attention, than to managerial, 
administrative, and custodial jobs, which are less likely to 
strain concentration and attention. 

One study using the interdisciplinary framework to 
improve jobs evaluated 377 clerical, 80 managerial, and 
90 analytical positions.*' The jobs were improved by com- 
bining tasks and adding ancillary duties. The improved 
jobs provided greater motivation for the incumbents 
and were better from a perceptual/motor standpoint. 
The jobs were poorly designed from a mechanical engi- 
neering standpoint, however, and they were unaffected 
from a biological standpoint. Again, the interdisciplinary 
framework considers trade-offs and alternatives when 
evaluating job redesign efforts. 


Job Crafting and I-deals 


Although job design approaches have typically seen 
job design as something an organization creates for an 
employee, the job crafting concept sees employees as 
the active architects of their jobs.’ Employees take the 
initiative to redefine their jobs, changing the boundaries 
of their job in terms of how they interact with others, 
how they think about and approach their work, and 
exactly what they do. Why do they do it? Job crafting can 
be motivated by a desire for some control, a desire for 
a positive self-image (by focusing on activities in which 
the employee excels), and a desire for connection with 
others. For example, a hospital cleaner may choose to 
engage in interactions with patients, finding pleasure in 


it, and believing he is contributing to the well-being of 


sick and lonely patients.”’ Job crafting is more common 
in jobs with high autonomy and low interdependence 
because these jobs offer more opportunity for crafting.” 
In a study of outside salespeople, 75 percent of them 
reported engaging in job crafting, shaping the job to 
their own preferences, in ways largely unknown to man- 
agement. Both collaborative and individual job crafting 
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were observed in a study of childcare workers. The collab- 
orative job crafting led to higher performance.* A study 
of employees at different ranks yielded the unexpected 
result that higher ranked employees, despite having 
more “power, actually felt more constrained in crafting 
their jobs and tended to alter their own expectations and 
behaviours. Lower-ranked employees were more likely 
to alter others’ expectations and behaviours. The con- 
straint felt by higher ranks may be due to the greater 
interdependence of their jobs and their visibility.” 

The redefinition or shaping of an employee’s job can 
be a process in which both employee and supervisor par- 
ticipate. Employees often negotiate changes in roles,* 
which are described as idiosyncratic deals, or “i-deals.” 
They are customized employment terms negotiated 
between employees and their supervisors. They can 
be formed before hiring or after and typically emerge 
because the employee has special life circumstances 
(such as a need for flexible hours) or unique skills. A 
study with German government employees showed that 
i-deals tended to focus on either scheduling or personal 
development, were more common in departments with 
individualized work arrangements already (such as tele- 
commuting and part-time work), and were more likely to 
be negotiated by employees who had a personality high- 
lighting personal initiative.” A further study of i-deals in 
German and American hospitals showed that employees 
were more likely to negotiate successful i-deals when 
they had high quality leader-member exchange relation- 
ships with their supervisors (see Chapter 12). 


Job Design in the Changing World of Work 


Many of todays changes have implications for job 
desisn—the movement from an economy based on 
manufacturing to a service base, globalization, new 
technology, the increasing numbers of knowledge 
workers, organizations remaking themselves or merging 
in response to competition, and the increasing use of 
teams. Jobs are increasingly characterized by uncertainty 
and complexity. There is more interdependence, and 
greater relations with others. Organizations are looking 
to employees for more initiative and creativity. 

Autonomy is particularly 
important under such condi- | job crafting Employees 
tions. When we are working 


ambiguous | jobs. 


in uncertain, 
environments, a feeling of 
work 


_ji-deals Customized 


control within our 
helps us cope. People react 


ae : supervisors. 
more positively to getting a 
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autonomy in uncertain conditions than they 
doin certain ones.*! The combination of high 
interdependence and uncertainty in many 
jobs supports the use of self-managed work 
teams (Chapter 9), so the autonomy is given 
to a group in order to deal with uncertain 
conditions. Employees are more likely to be 
proactive in implementing ideas and solving 
problems when they are given autonomy 
and control. The autonomy enhances their 
self-efficacy by signalling they are capable 
of handling responsibilities. The autonomy 
also leads employees to define their role in 
a more flexible way.” A longitudinal study 
of German employees found that initial 
levels of autonomy and complexity in their 
jobs predicted higher levels of personal 
initiative. Exercising personal initiative, in 
tum, predicted perceptions of increased 
autonomy and complexity over time.” 


ustralian telecommunications and information services firm 

Telstra Corporation employs more than 34,000 employees 
in more than 15 countries including the UK, the United States, 
Hong Kong, New Zealand, and China. Like other organizations, 
Telstra has had to respond to the changing workplace demo- 
graphics and increasing employee requests for flexible work 
arrangements. Like other organizations, Telstra met employee 
requests with empathy yet reiterated the stark reality that cer- 
tain jobs had to be performed during specific hours during the 
workday. That was before Telstra piloted its “All Roles Flex” job 
design approach in 2013. “All Roles Flex” assumes that every job 
can be performed with flexibility built in. In fact, Telstra expects 
its managers to use the assumption that all job roles can flex as 
the starting point for job design. Rather than provide reasons 
that a job cannot be performed flexibly, Telstra’s managers 
are asked to demonstrate why a job cannot be done flexibly. 
Telstra's unconventional approach to flexible work arrange- 
ments has resulted in increased employee engagement and 
84 percent of its employees saying they have the flexibility they 
need in their jobs. Telstra’s job design approach has also been 
good for diversifying its workforce. Since implementing “All 
Roles Flex,’ Telstra has seen an increase in its ability to recruit 
women into mid- and senior-level positions. 


SOURCE: D. Thodey, “All Roles Flex,’ McKinsey Quarterly 4 (2014): 108; "Telstra 
Corporation Limited,’ MarketLine Company Profile (March 2015): 1-33. 
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Scheduling shifts for employees in a clockwise manner (1st, 2nd, 
3rd) rather than a counterclockwise manner (1st, 3rd, 2nd) is more 
compatible with human biology. 


Interpersonal feedback is also critical in many of 
today’s jobs. Uncertainty means that the task feedback in 
many jobs is ambiguous.” The majority of the population 
now works in service jobs where they rely on interper- 
sonal feedback to interpret the success of their perfor- 
mance. Feedback has a key role in all three critical 
psychological states of the JCM, yet is often not built 
into jobs, so the organization must find a way to design 
feedback into the workday. 

Creativity is a valuable resource and increasingly 
needed. There is evidence that job enrichment provides the 
foundation for greater creativity. Oldham and Cummings 
found employees working in enriched jobs (high on JCM 
attributes) were rated as more creative, produced more 
patents, and offered more suggestions. Job complexity 
can encourage initiative and creativity” but is related to 
higher stress.’ This had led some to suggest that routinized 
or “mindless” work may be a welcome break for those in 
complex, challenging jobs.” Intertwining routinized tasks 
within a complex job would provide a balance, allowing 
workers to relax, and may even stimulate greater proactivity 
and creativity by freeing up psychological resources.” 


INTERNATIONAL PERSPECTIVES ON 
THE DESIGN OF WORK 


Each nation or ethnic group has a unique way of 
understanding and designing work.” As organizations 
become more global and international, an appreciation 
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of the perspectives of other nations is increasingly 
important. The Japanese, Germans, and Scandinavians 
in particular have distinctive perspectives on the design 
and organization of work.” Each country’s perspec- 
tive is forged within its unique cultural and economic 
system, and each is distinct from the approaches used 
in North America. 


The Japanese Approach 


The Japanese began harnessing their productive energies 
during the 1950s by drawing on the product quality ideas 
of W. Edwards Deming.” In addition, the central govern- 
ment became actively involved in the economic resurgence 
of Japan, and it encouraged companies to conquer indus- 
tries rather than to maximize profits.”° Such an industrial 
policy, which built on the Japanese cultural ethic of col- 
lectivism, has implications for how work is done. Although 
Frederick Tavlor and his successors in the United States 
emphasized the job of an individual worker, the Japanese 
work system emphasizes the strategic level and encour- 
ages collective and cooperative working arrangements.” 
The Japanese emphasize performance, accountability, 
and other- or self-directedness in defining work, whereas 
North Americans emphasize the positive affect, personal 
identity, and social benefits of work. 

The Japanese have had success with lean produc- 
tion methods, an approach that focuses 
on using committed employees with ever- 
expanding responsibilities to achieve zero 
waste, 100 percent good product, deliv- 
ered on time, every time. This “do more 
with less” approach has drawn the atten- 
tion of North American and European 
managers and spread rapidly. However, 
its use outside Japan has been less suc- 
cessful. For example, one three-year eval- 
uation of lean teams, assembly lines, and 
workflow formalization as lean production 
practices was conducted in Australia.” 
Employees in all production groups were 
negatively affected, and the assembly-line 
employees the most. 


The German Approach 


The German approach to work has been shaped by Ger- 
many’ unique educational system, cultural values, and 
economic system. The Germans are a highly educated 
and well-organized people. For example, their educational 
system has a multi-track design with technical and uni- 
versity alternatives. The German economic system puts a 
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Telecommuting and 
alternative work 
patterns such as 
job sharing can 

increase flexibility for 


employees. 
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strong emphasis on free enterprise, private property rights, 
and management—labour cooperation. A comparison of 
voluntary and mandated management—labour cooperation 
in Germany found that productivity was superior under 
voluntary cooperation.” The Germans value hierarchy 
and authority relationships and, as a result, are generally 
disciplined.” Germany's workers are highly unionized, and 
their discipline and efficiency have enabled Germany to 
be highly productive while its workers labour substantially 
fewer hours than do North Americans. 

The traditional German approach to work design 
was technocentric, an approach that placed technology 
and engineering at the centre of job design decisions. 
Recently, German industrial engineers have moved to a 
more anthropocentric approach, which places human 
considerations at the centre of job design decisions. 


The Scandinavian Approach 


The Scandinavian cultural values and economic system 
stand in contrast to the German system. The social demo- 
cratic tradition in Scandinavia has emphasized social con- 
cern rather than industrial efficiency. The Scandinavians 
place great emphasis on a work design model that encour- 
ages a high degree of worker control and good social sup- 
port systems for workers.*' Lennart Levi believes that 
circumstantial and inferential scientific evidence provides 
a sufficiently strong basis for legislative 
and policy actions for redesigns aimed at 
enhancing worker well-being. An example 
of such an action for promoting good 
working environments and occupational 
health was the Swedish Government Bill 
1976/77:149, which stated, “Work should 
be safe both physically and mentally and 
also provide opportunities for involve- 
ment, job satisfaction, and personal devel- 
opment.” In 1991, the Swedish Parliament 
set up the Swedish Working Life Fund to 
fund research, intervention programs, and 
demonstration projects in work design. 
For example, a study of Stockholm police 
on shift schedules found that going from 
a daily, counterclockwise rotation to a clockwise rotation 
was more compatible with human biology and resulted 
sleep, _ less 


in improved 
fatigue, lower systolic blood technocentric Placing 


pressure, and lower blood technology and engineering at 
levels of triglycerides and 
glucose. The work redesign 


improved the police officers’ 


anthropocentric Placing 
human considerations at the 


eae centre of job design decisions. 
health. 
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the centre of job design decisions. 


Morneau Shepell 2017 survey 
A. 1,081 Canadian employees 
found that 46 percent had taken 
time off work or had noticed 


Crit } 


work. To the researchers’ surprise, job redesign was most likely 


others taking sick leave because 


of changes to the nature of their 


to result in employee sick leave. “Employers generally recognize 
the need for communication and support around the major 
moves, but not so much the need for support around changes 
that directly affect employees’ day-to-day work lives." Job rede- 
sign has a direct and personal impact that is essentially out of 
the employees’ control and therefore adds to their stress. 

SOURCE: V, Galt, “Sudden Change in Job Functions Can Take Toll on Employees’ Mental Health,” The Globe and 


Mant, February 11, 2017, accessed from https://www thegiobeandmail.com/report-on-business/Careers/ 
cateer-ad. . .functions-can-take-toll-on-employees-mental-health/article33985344, August 6, 2018. 


- CONTEMPORARY ISSUES 
IN THE DESIGN OF WORK 


A number of contemporary issues related to specific 
aspects of the design of work have an effect on increasing 
numbers of employees. Rather than addressing job 
design or worker well-being in a comprehensive way, 
these issues address one or another aspect of a job. The 
issues include telecommuting, alternative work patterns, 
technology at work, and skill development. Telecom- 
muting and alternative work patterns such as job sharing 
can increase flexibility for employees. Companies use 
these and other approaches to the design of work as 
ways to manage a growing business while contributing 
to a better balance of work and family life for employees. 


Telecommuting 


Telecommuting is when employees work away from 
the company (typically at home) through the use of tech- 
nology. Telecommuting may entail working in a combi- 
nation of home, satellite office, and main office locations. 
This flexible arrangement is designed to achieve a better 
fit between the needs of the individual employee and the 
organization's task demands. 
Telecommuting has been around since the 1970s but 
was slower to catch on than some expected.” There is 
reluctance in some managers 


working? Telecommuting requires a focus on performance 
outcomes rather than “face time.” In Canada, telecom- 
muting is not typically an all-or-nothing arrangement. 
Approximately 10 percent of Canadian workers telecom- 
mute, with 71 percent of them doing so one day a week 
and only 3 percent doing so for a 40-hour week.” 

Advocates of telecommuting point to the many ben- 
efits. It is easier to recruit and maintain employees, who 
find telecommuting appealing. Employers save overhead 
costs because less organizational space may be required. 
From the employees’ point of view, telecommuting saves 
them time and money through less commuting time, and 
gives them more autonomy and flexibility in how their 
day is spent, thereby reducing work—family conflict. 

Environmental benefits add weight to the list of 
telecommuting’s advantages. The City of Calgary held its 
first Telework Week in 2010 to highlight the many ben- 
efits of telecommuting and encourage more employers 
to adopt it. In an address advocating Telework Week, 
Councillor Diane Colley-Urquhart reported that the City 
of Calgary's own telework program, in less than a year, 
had already produced a reduction of 7,440 commuter 
trips and 183,000 vehicle kilometres travelled, con- 
serving 16,000 litres of fuel and reducing carbon dioxide 
emissions by 42,000 kilograms.” This is good news to a 
city rated by the UN as one of the worst carbon dioxide 
producers in the world.* As part of Calgary’s telework 
initiative, organizations—including TELUS, ATB Finan- 
cial, SAIT Polytechnic, Calgary Police Services, ENMAX 
and Calgary Economic Development—have signed the 
Calgary Telework Charter.” 

Research supports the value of telecommuting. 
Telecommuting is correlated with improved satisfaction, 
performance, turnover intent, and role stress as well as 
increased autonomy and lower work—family conflict. 
Some have feared that the social isolation of telecom- 
muting would damage relationships and career pros- 
pects. Ironically, research suggests that telecommuting 
is actually associated with a higher quality of employee— 
supervisor relationship.”! This could be because telecom- 
muting is more likely to be granted to workers who are 
already performing well or are favoured by the super- 
visor, or it may be that awareness of the potential for 
damage in the relationship triggers a focus on ensuring 
the relationship is maintained.” Coworker relationships 
are also maintained under most telecommuting. It is 
only when the telecommuting becomes more intensive 


and employers to break the 
traditional visibility of work— 
if you cannot see them, how 


do you know they are actually 


telecommuting Employees 
work away from the company 
(typically at home) through the 
use of technology. 


(over 2.5 days a week) that coworker relationships are 
harmed.® Meta-analysis showed that telecommuting 
had no adverse effects on employees’ perceived career 
prospects. Not all forms of work are amenable to 
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telecommuting. For example, firefighters and police 
officers must be at their duty stations to be successful 
in their work. Employees for whom telecommuting is 
not a viable option within a company may feel jealous of 
those able to telecommute. In addition, telecommuting 
may have the potential to create the sweatshops of the 
21st century. 


Alternative Work Patterns 


Job sharing is a permanent work arrangement where 
two or more employees voluntarily share or split one full- 
time position. A written agreement outlines the terms 
and each employee's salary and benefits are pro-rated 
for the hours worked. Typical job sharing means either 
splitting the work day with each employee working half 
or splitting the work week with each employee working 
2.5 days. These arrangements are usually initiated by 
employees who want the time to deal with other life 
commitments (e.g., education, young children) but 
sometimes by employers to deal with recessionary con- 
ditions, allowing employees to keep their full-time status 
while saving the company money.” 

The compressed work week (CWW) is an 
arrangement where employees work longer shifts in 
exchange for a reduction in the number of working days 
in their work cycle. For example, they may work four 
10-hour days rather than five days a week. Compressed 
work weeks may be a standard work schedule set by the 
employer or an employee option. The Yukon government 
allows employees to request a compressed work arrange- 
ment that allows them regular days off by working longer 
days.” For instance, if an employee's schedule is nor- 
mally 7.5 daily hours of work, the employee may take two 
days off in every two-week period and work 9.38 hours 
on a daily basis spread over the other eight working days. 
For Yukon government employees, this scheduling is a 
longer-term arrangement that requires the agreement 
of the other workers in the work area and the concur- 
rence of the employee’s deputy minister or designate. A 
CWW arrangement can be attractive for balancing work 
and family life and saving commute time and money, but 
regular long days can be fatiguing. 

Flextime is the most common form of alterna- 
tive work arrangement. Thirty-five percent of Canadian 
workers” have the freedom to set their daily start and 
stop times as long as they are present within specified 


long as they start their eight hours at any thirty-minute 
interval from 6:00 A.M. to 9:00 A.M. This arrangement 
is designed to ease traffic and commuting pressures. It 
also is somewhat responsive to individual biorhythms, 
allowing early risers to go to work early and nighthawks 
to work late. Even in companies without formal flextime 
programs, flextime may be an individual option arranged 
between supervisor and subordinate. For example, a 
first-line supervisor who wants to complete a university 
degree may negotiate a work schedule accommodating 
both job requirements and course schedules at the uni- 
versity. Flextime options may be more likely for high 
performers who assure their bosses that work quality and 
productivity will not suffer.°* On the cautionary side, one 
study found that a woman on a flexible work schedule 
was perceived to have less job/career dedication and less 
advancement motivation, though no less ability. 
Research shows flexible and compressed workweek 
schedules have positive effects. Flexible work sched- 
ules are correlated with higher employee productivity 
and job satisfaction, and lower employee absenteeism. 
However, these effects apply only to general employees, 
not to professionals or managers. And the positive effects 
with flextime may diminish over time as employees 
become accustomed to it. Compressed work weeks are 
associated with higher job satisfaction but do not seem 
to significantly affect productivity or absenteeism.'” 
Though telecommuting helps employees and compa- 
nies save time and money, it can cause managers anxiety. 
Since employees are not physically in the office, man- 
agers have few ways of keeping track of how employees 
are spending their working hours. To help solve this 
problem, one software company has created oDesk, a 
program that will take frequent snapshots of a worker's 
computer screen and record all of their keystrokes and 
mouse clicks. Using this information, managers can 
get a better sense of whether an employee is actually 
working.'” Such technology does raise questions about 
the role of excessive workplace surveillance, however. 


job sharing A permanent 
work arrangement where two or 

more employees voluntarily share 
or split one full-time position. 


Technology at Work 


New technologies and elec- 
tronic commerce are here 
to stay and are changing the 
face of work environments— 


compressed work 
week Employees work longer 
shifts in exchange for a reduction 


dramatically in some cases. in the number of working days. 


flextime An alternative work 
pattern that enables employees to 
set their own daily work schedules 
outside core operational hours. 


Many government jobs 
expect to change, and even 
disappear, with the advent 


core operational hours. It can lead to reduced absen- 
teeism. Companies in highly concentrated urban areas, 
such as Vancouver, Toronto, and Montreal, may allow 
employees to set their own daily work schedules as of 


e-government using 
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virtual office A mobile 


Internet technology. As forces for change, new tech- 
nologies are a double-edged sword that can be used to 
improve job performance or to create stress. On the 
positive side, modern technologies are helping to revolu- 
tionize the way jobs are designed and the way work gets 
done. The virtual office is a mobile platform of com- 
puter, telecommunication, and information technology 
and services that allows mobile workforce members to 
conduct business virtually anywhere, anytime, globally. 
While virtual offices have benefits, they may also lead to 
a lack of social connection or to technostress. 

Technostress is stress caused by new and 
advancing technologies in the workplace, most often 
information technologies.' For example, the wide- 
spread use of electronic bulletin boards as a forum for 
rumours of layoffs may cause feelings of uncertainty and 
anxiety (technostress). However, the same electronic 
bulletin boards can be an important source of informa- 
tion and thus reduce uncertainty for workers. 

New information technologies enable organiza- 
tions to monitor employee work performance, even 
when the employee is not aware of the monitoring.'” 
These new technologies also allow organizations to tie 
pay to performance because performance is electroni- 
cally monitored." Three guidelines can help make elec- 
tronic workplace monitoring, especially of performance, 
less distressful. First, workers should participate in the 
introduction of the monitoring system. Second, pertor- 
mance standards should be seen as fair. Third, perfor- 
mance records should be used to improve performance, 
not to punish the performer. In the extreme, new tech- 
nologies that allow for virtual work in remote locations 
take employees beyond such 
monitoring.'”° 


platform of computer, 


telecommunication, and 
information technology and 
services. 


technostress The stress 
caused by new and advancing 
technologies in the workplace. 
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Skill Development 


Problems in work system 
design are often seen as 
the source of frustration 
with 


for those dealing 
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| AEN Artificial Intelligence 


rtificial intelligence (A!) has gained traction recently and is 
BE cctes to change the nature of work. Ontario is now a 
hot spot for Al companies. Started in 2014, Blue J Legal built its 
first prototype by 2015 and then established a partnership with 
Thomson Reuters fo bring its offering to the wider market. 

Blue J Legal’s mission is to make law more accessible and 


to help legal professionals to become more efficient. Blue J 


Legal uses machine learning for its predictive capabilities; for 
example, to predict how a court might rule in their client's case. 
Blue J Legal has developed Tax Foresight, which uses machine 


learning algorithms to predict how courts will rule on tax and 
employment law issues. 


SOURCES: “10 Al Companies to Watch for in 2018,’ January 9, 2018, http 
spotlights/10-ai-companies-watch-2018 accessed August 6 


WW. Investinontario.com, 
Blue J Legal, News, https://www.bluejlegal 


com/news, accessed August 12, 2018. 


technostress.!”” However, system and technical prob- 
lems are not the only sources of technostress in new 
information technologies. Some experts see a growing 
gap between the skills demanded by new technologies 
and the skills possessed by employees in jobs using 
these technologies.’ Although technical skills are 
important and are emphasized in many training pro- 
grams, the largest sector of the economy is actually ser- 
vice oriented, and service jobs require interpersonal 
skills. Managers also need a wide range of nontech- 
nical skills to be effective in their work.’ Therefore, 
any discussion of jobs and the design of work must rec- 
ognize the importance of incumbent skills and abilities 
to meet the demands of the work. Organizations must 
consider the talents and skills of their employees when 
they engage in job design efforts. The two issues of 
employee skill development and job design are inter- 
related. The knowledge and information requirements 
for jobs of the future are especially high. 
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STUDY 
TOOLS | b 
IN THE BOOK YOU CAN ... 


L] Rip out the Chapter Review card at the end of the book 
to review Key Concepts and Key Terms. 


L] Take a“What about You?” Quiz related to material in the 
chapter. 


L] Read additional cases in the Mini Case and Shopify Running 
Case sections. 


WHAT ABOUT YOU? 


Diagnosing Your Job 


This questionnaire challenges you to examine the motivating 
potential in your job. If you are not currently working, complete 
the questionnaire for any job you have ever held for which you 
want to examine the motivating potential. For each of the fol- 
lowing five questions, circle the number of the most accurate 
description of the job. Be as objective as you can in describing 
the job by answering these questions. 


1. How much autonomy is there in the job? That is, to what 


ONLINE YOU CAN ... NELSON. COM/STUDENT 


CL] Take a“What about You?” Quiz related to material in the 
chapter. 


L] Test your understanding with a quick Multiple-Choice Pre- 
Test quiz. 


LC] Read the eBook, which includes discussion points for 
questions posed in the Cases. 


CL] Watch Videos related to chapter content. 


LI Use the available Flashcards and Matching Quizzes to test 
your understanding of key terms and concepts. 


LJ See how much you've learned by taking a Post-Test. 


. To what extent does the job involve doing a “whole” 
and identifiable piece of work? That is, is the job a 
complete piece of work that has an obvious beginning 
and end? Or is it a small part of the overall piece of 
work, which is finished by other people or by automatic 
machines? 


1 2 3 4 5 6 ti 


extent does the job permit a person to decide on his or 
her own how to go about doing the work? 


1 Z 
Very little; the job 
gives a person 
almost no per- 
sonal say about 
how and when the 
work is done. 


NEL 


3 4 5 


Moderate 
autonomy; many 
things are stan- 
dardized and not 
under the control 
of the person, 
but he or she can 
make some deci- 
sions about the 
work. 


6 vs 


Very much; the job 
gives the person 
almost complete 
responsibility for 

deciding how and 
when the work is 

done. 


The job is only a 
tiny part in the 
overall piece of 
work; the results 
of the person’s 
activities cannot 
be seen in the final 
product or service. 


The job is a 
moderate-sized 
“chunk” of the 
overall piece of 
work; the person’s 
own contribution 
can be seen in the 
final outcome. 
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The job involves 
doing the whole 
piece of work, 


from start to finish; 


the results of the 

person's activities 

are easily seen in 

the final product 
or service. 
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3. How much variety is there in the job? That is, to what 
extent does the job require a person to do many different 
things at work, using a variety of his or her skills and 
talents? 


1 2 3 4 5 6 7 


Very little; the Very much; the 
job requires the job requires the 
person to do the person to do many 

same routine different things, 
things over and using a number of 

over again. different skills and 
talents. 


Moderate variety. 


4, In general, how significant or important is the job? That 
is, are the results of the person's work likely to affect sig- 
nificantly the lives or well-being of other people? 


1 2 3 4 5 6 t 


Not at all signifi- | Moderately signifi- Highly significant; 


cant; the outcome cant. the outcome of 

of the work is not the work can 
likely to affect affect other 
anyone in any people in very 
important way. important ways. 


5. To what extent does doing the job itself provide the 
person with information about his or her work perfor- 
mance? That is, does the actual work itself provide clues 
about how well the person is doing—aside from any 
feedback coworkers or supervisors may provide? 


1 2 3 4 5 6 7 


Very little; the job Moderately; Very much; the 
itself is set upsoa sometimes doing job is set up so 
person could work  thejobprovides _ that a person gets 
forever without feedback to the almost constant 
finding outhow —_person;sometimes feedback as he or 
well he or she is it does not. she works about 
doing. how well he or she 
is doing. 


To score your questionnaire, place your responses to Questions 3, 
2, 4, 1, and 5, respectively, in the blank spaces in the following 
equation: 


Qg3 Q2 G4 Ql 7G 
Motivating Potential=[_ 1+[ 1+[ Ix[ ]x[ J= : 


SOURCE: J. R. Hackman and G. R. Oldham, “The Job Diagnostic Survey: An Instrument for the Diagnosis of Jobs 
and the Evaluation of Job Redesign Projects,’ Technical Report No. 4, 1974, 2-3 of the Short Form. 


CKCK (CTV) Regina: Job Design Changes 


for the Newsroom Journalist 


he newsroom at CKCK Television in Regina has transformed 

in the past 25 years, changing the daily lives of the profes- 
sionals within it. CKCK was the first privately owned television 
station in western Canada and, from its first broadcast on July 
28, 1954, providing the local news was a foundation of its exis- 
tence. By 1985 CKCK was a medium-sized but still locally owned 
firm. Through the sale to Baton Broadcasting in 1987, the later 
merging of Baton and other players into a new CTV structure 
and the 2000 purchase of CTV by Bell Globemedia, the Regina 
station eventually became a small part in the television division 
of a multi-billion dollar media empire. 


PART 4: Organizational Processes and Structures 


The 1980s 


he station of the 1980s was run by a general manager 

whose management team included a news director, a sales 
manager, a manager of promotions, and a community liaison 
manager. The newsroom had 15 full-time editorial staff: a news 
producer and assignment editor reporting to the news director; 
six reporters working with both the producer and editor; three 
news anchors who wrote and presented newscasts for noon, 6 
pm, and 11:30 pm; a weather person who doubled as a com- 
munity affairs contact; and three sports reader/reporters. Tech- 
nical crew complemented the editorial work: photojournalists, 
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camera operators, videotape editors, audioboard technicians, 
video switchers, character generators, and others. In all, the 
CKCK of the late 80s employed 122 full-time staff and 10 part- 
time and freelance staff, 31 of whom were dedicated to the 
news operation. CKCK was an integral part of the community, 
proud of its reputation for vigilantly reporting events of local 
significance fairly and accurately. It took pains to ensure that, 
while still operating as a for-profit business, it acted for the 
public good. As a trusted source of local information with a 
reputation for “truth seeking,’ the six o'clock newscast was 
watched by literally half the city's population. 


In this setting, newsroom journalists worked with photogra- 
phers who would operate the cameras and videotape editors 
who would edit their reports. They were given stories to cover 
by the assignment editor but also encouraged to come up with 
their own ideas. The station welcomed investigative “enterprise 
stories” that had a large impact on the community. 


In the 21st Century 


ot CKCK journalist works within a different work 
structure and set of expectations. The newsroom that had 
31 dedicated employees in 1987 has only 15 now. There is only 
one news camera operator and there are no more videotape 
editors. The loss of the assignment editor means journalists 
now come up with their own stories and resources and shape 
the editorial content with less guidance from others. There 

are few enterprise reports these days—producing them is 
time consuming, expensive, and risky (due to the possibility of 
Jawsuits). And the absentee corporate owners have less interest 
in performing a watchdog role in the community. Now known 
as video-journalists, today’s reporters research, shoot, and edit 
their own reports. Each person essentially takes on the respon- 
sibilities of three previously separate positions. Mobile phones 
have given reporters much greater mobility in their work, 
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allowing them to do research and make arrangements while on 
the go. But the mobile phones have also created more room for 
close monitoring. Reporters are now always accessible. 


What has stayed the same? Deadlines continue to structure the 
day—the news must be produced for show times. There are 
still daily meetings for reporters and management to exchange 
views and information. The news director remains in charge of 
the content of the daily newscasts. There also still remains the 
pressure to get good stories and get them in on time. Some 
fear that the complex multitasking required of current journal- 
ists under these pressured conditions has led to a drop in the 
quality of the news produced. “The temptation, more than 

ever, is to settle for the workable sound bite, the useable quote, 
then move on as quickly as possible to gather the remaining 
elements—illustrative pictures, cutaway shots, stand-ups, and 
reaction quotes—in order to make the assigned deadline. It 
is... part of a move toward greater superficiality and greater 
manipulation of the audience” 


SOURCES: J.S. McLean, “When Head Office Was Upstairs: How Corporate Concentration Changed a Television 
Newsroom,’ Canadian Journal of Communication 30 (2005), accessed from http://www.cc-online.ca/index 
-php/journal/article/viewArticle/1613/1770 September 24, 2018; Canadian Communications Foundation 
History of Canadian Broadcasting— Television Stations: CKCK-TV Regina, http://www.broadcasting-history 
.ca/index3.html?url=http%3A//www.broadcasting-history.ca/listings_and_histories/television/histories 
.php%3Fid%3D93%26historyiD%3D72, accessed January 1, 2011. 


Apply Your Understanding 


1. Apply the core job dimensions of the job characteristics 
model to explain how the journalist position has changed. 


L~ 


Use the job characteristics model to explain whether the 
journalist's job has become more or less meaningful and 
why. 

3. Use the job characteristics model to explain why, despite 
the high motivating potential of the journalist job design, 
a specific journalist may not show strong personal and 
work outcomes. 
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SHOPIFY MUNIN CROWS: 


: FLEXIBLE WORK ARRANGEMENTS develop its Al use further te eee founding member 
4 of the Vector Institute, a non-profit organization dedicated B 
: Shopify provides flexibility for its employees; there are many to researching deep learning and machine learning. Shopify | 

i work and job options for employees. Shopify has many is funding research into new technologies to apply “recom- : 
‘ employees working remotely because it wants to create mender systems" to personalize the Shopify experience ; 
i a “connected Remote culture.” (Many tech companies do for merchants and their customers. One assess 
i provide opportunities for remote work although some have Shopify’s use of Al concludes that “[as] more Al cé 
i reconsidered the benefits of remote work.) At the moment, added to its platforr [there should be be a 
; there are about 1,400 remote employees at Shopify. As incremental new services and revenue s : 
4 Shopify notes, “Shopifolk solve problems with us, from all chant churn levels, and additional competitive d 
over the world." There are remote employees from around in the e-commerce platform market.” 3 ' 
j EG MeN Feld OW eos telilel ve (Coy ele rse EISLan i SOURCES: “Careers,” Shopify, accessed from https://www.shopify.com/careers/locations/remote, September i 
4 Vietnam, to name a few. 28, 2018; B. Abernethy, “Shopify Is Canada’s Artificial Intelligence Leader: Industrial Alliance,’ October 10, 

: One of its remote employees does talent acquisition for the sselecuatanee te a 

i support team from her camper van from various places in 

4 BC. She noted that she was grateful she could work from Anoliausillilesan 

‘ a location that enabled her to thrive and enjoy nature's a 

i beauty. Among the some of the remote roles are production 1. How does Shopify benefit from providing remote work . 
i engineer, support front-end developer, customer success opportunities? 

a guru, and Asia-Pacific benefits specialist. 


What are the risks to Shopify and its remote wor 
Shopify also is on the leading edge of using Al in its work. such opportunities: 
Shopify was an early adopter of Al and is expected to 
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How is Al central to Shopify’s business case 
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Organizationa 
Design and 
Structure 


LEARNING OUTCOMES 


After reading this chapter, you should be able to do the following: 


Explain what aspects of organizational structure are 
represented on an organizational chart. 


Discuss the basic design dimensions managers must 
consider in structuring an organization. 


Describe the basic organizational structures: simple, 
functional, divisional, matrix. 


ae See aoc ai 


. camera rmermnteS SUMAT 
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Describe four contextual variables that influence 
organizational structure. 


Explain the forces reshaping organizations. 
Identify and describe emerging organizational structures. 


Identify the consequences of an inappropriate structure. 


See the end of this chapter for a list of available Study Tools, | 
4What about You?” Quiz, Mini Case, and the Shopify Running Case. 59} 


We spend a lot of time interacting with organizations— 
whether universities, colleges, banks, co-ops, and non- 
profits, to name a few. Each is likely to be designed in 
a different way, depending on its goals, strategies and 
external environments. As organizations have such a 
profound impact on our daily lives, it important to 
understand how they are structured and why. Such 
understanding is perhaps even more important in 
your workplaces. You become better able to navigate 
your organizations the more you know about organi- 
zational design. Should you want to start your orga- 
nization, it is even more important for you to think 
through the design choices you have. In short, a rich 
understanding of organizations and their structure 
will make you a more informed organizational deci- 
sion maker. 

Organizational design is the process of 
constructing and adjusting an organization's structure to 
achieve its goals. The design process 
begins with the organization’s goals. 
These goals are broken into tasks as 
the basis for jobs, as discussed in 
Chapter 15. Jobs are grouped into 
departments, and departments are 
linked to form the organizational 
structure. 

The most visible representation 
of an organization's structure is the 
organizational chart. Most organiza- 
tions have a series of organizational 
charts showing reporting relationships 
throughout the system. An organiza- 
tional chart does not show the informal 
relationships — that between 
people. The underlying components 
are (1) formal lines of authority and 
responsibility (the organizational struc- 
ture designates reporting relationships by the way jobs 
and departments are grouped) and (2) formal systems 

of communication, 


occur 


coor- 
dination, and integration 
(the structure designates 


organizational 

design The process of 
constructing and adjusting an 
organization's structure to achieve 
its goals. 


organizational 
structure The linking of 
departments and jobs within an 
Organization. 
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the expected patterns of 
formal interaction among 
employees). The organiza- 
tional structure is designed 
to prevent chaos through 
an orderly set of reporting 
relationships and commu- 
nication channels. ! 
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The organizationa 
structure is designed 
to prevent chaos 
through an orderly 
set of reporting 
relationships and 
communication 


channels. 
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(>) IMPACT OF STRUCTURE 
ON EMPLOYEES 


The way an organization is structured has an impact on 
the daily lives of the people within it. It influences what 
people do and what skills are needed in their position. 
It determines who they interact with, what information 
they have access to, and who they are accountable to. It 
influences leadership behaviour and organizational cul- 
ture. Employees may “craft” their job (see Chapter 15) 
to create a better fit for themselves, but the organiza- 
tional structure will put boundaries on just how far an 
employee can modify the job and its interactions. There 
is no ideal structure—different organizations achieve 


success within the same industry with different struc- 
tures. But a poor structure can cause economic and 
social difficulties for the organization, holding it back 
from achieving its goals and frustrating its 
employees. And no structure will appeal 
to everyone. As in every other topic dis- 
cussed in this book, individual differences 
play a role. 

Thinking of the experiences of students 
in different educational structures helps 
us to reflect on the interaction between 
structure and individual differences. High 
school students and university students are 
all educated within structures that include 
classes, courses, timetables, and rules. But 
the experience is vastly different. Con- 
sider someone you know who was highly 
successful in high school but found the 
transition to university difficult and whose 
grades showed it. Consider another person 
who did not perform well in high school 
but blossomed within the university con- 
text. High school is a highly structured environment with 
small classes, extensive contact with school staff, lots of 
rules, and little autonomy for students. University offers 
much more freedom to students and relative anonymity 
within the large-class setting. Some students feel stifled 
by the high school context and thrive in the opportunities 
provided by university. Other students feel safe and con- 
nected in the earlier structure and find the flexible, more 
open structure of university cold and overwhelming. The 
two structures are necessarily different as they are dealing 
with different age groups and have different goals. Nei- 
ther one is “better.” But individuals have different levels 
of comfort with the different types of structure, which 


NEL 


can affect their performance. A parallel occurs in work 
settings. In some organizations, employees know exactly 
what they are expected to do, when and how; their activi- 
ties are predictable, and their relations with others are 
defined. This may provide security and low stress on the 
one hand, or boredom on the other. Other employees 
work in a context of ill-defined duties and are expected 
to work to changing expectations with a varying group of 
people, resources, and deadlines. This may be exciting and 
stimulating, or it may be stressful. This chapter examines 
how and why organizational structures vary, and the inter- 
play with employee behaviour and attitudes. 


(> DESIGN DIMENSIONS 


At the core of organization design are the division of labour 
and the coordination of work activities. The appropriate 
structure to meet an organization's goals will mean an 
appropriate combination of differentiation and integra- 
tion. Differentiation refers to the process of deciding 
how to divide the work in an organization. The organization 
exists because no one person can achieve all the demands, 
so the work must be spread among organizational mem- 
bers. At the same time, the various parts of the organiza- 
tion must work together to achieve organizational success. 
Thus integration must be created; the different parts 
of the organization must be coordinated to form a structure 
that supports goal accomplishment. Every manager and 
organization looks for the best combination of differentia- 
tion and integration for accomplishing the goals of the 
organization. There are many ways to divide work and coor- 


dinate the various work activities. In order to understand 
the underlying characteristics of the various organizational 
structures, it is important that we begin by considering the 
basic structural dimensions. 

In addition to differentiation and integration as key 
ways to describe organizations, there are several other 
key variables that are used to describe the characteristics 
of organizations. They are 


1. Formalization: The degree to which an employ- 
ee’s role is defined by formal documentation (pro- 
cedures, job descriptions, manuals, and regulations). 


2. Centralization: The extent to which decision- 
making authority has been delegated to lower 
levels of an organization. An organization is cen- 
tralized if the decisions are made at the top of the 
organization and decentralized if decision making 
is pushed down to lower levels in the organization. 
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& Se pyramid of King Cheops of 
Egypt could not have been built 
without a well-conceived organiza- 
tion. The pyramid contains 2.3 mil- 
lion blocks of stone, each of which 


ACT 


had to be quarried, cut to precise 


size and shape, cured (hardened in the sun), transported by 
boat for two to three days, moved on to the construction site, 
numbered to identify where it would be placed, and then shaped 
and smoothed so that it would fit perfectly into place. It took 
20,000 workers 23 years to complete this pyramid; more than 
8,000 were needed just to quarry the stones and transport them. 


SOURCE: A. Erman, Life in Ancient Egypt (London: Macmillan & Co., 1984}; € Williams Management (Mason, 
OH: Cengage Learning, 2008) 


3. Specialization: The degree to which organiza- 
tional tasks are subdivided into separate jobs. The 
division of labour and the degree to which formal 
job descriptions spell out job requirements indicate 
the level of specialization in the organization. 


4. Standardization: The extent to which work activ- 
ities are described and 
performed routinely in 
the same way. Highly 
standardized organiza- 
tions have little variation 


the organization, 
a 


; . is | Ptegration The process of 
in the defining of jobs. 


5. Complexity: The 
number of activities 
within the organiza- 
tion and the amount of 
differentiation needed 
within the organization. 

6. Hierarchy of 
authority: The degree 
of vertical differentia- 
tion through reporting 
relationships and the 


the organization. _ : ¢ 


» 


which decisions are made at the 
i ce 
top of the organization. 


i‘ which jobs are narrowly defined 


hoe to which work activities are 
span of control within 


the structure of the 

complexity The degree 
to which many different 
types of activities occur in the 
organization. 


organization.” 


These concepts relate 
closely to differentiation and 
integration. The more 
specialization occurs, the 
greater the differentiation. 
Differentiation can occur 


hierarchy of authority 
The degree of vertical 

_ differentiation across levels of 
- management. 
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and depend on unique expertise. 


coordinating the different parts of 
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formalization The pes to 
which the organization ha official 
rules, eae pli procedures. 


centralization: The degree to 


specialization The degree to 


standardization The degree 


accomplished in a routine fashion. 
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horizontally so different units at the same level have jobs 
with different training and scope (e.g., an engineer and 
accountant in different departments with similar levels 
of responsibility but specialized jobs). Differentiation 
can also occur vertically (through creating differences in 
hierarchy and authority) and spatially (through locating 
parts of the organization in different places). The greater 
the differentiation is, the greater the complexity will be 
and the greater the need for integration. Formalization, 
centralization, standardization, and authority are all 
potential ways of achieving integration. The organization 
can ensure employee behaviours are aligned with orga- 
nizational goals by creating explicit rules and procedures 
(formalization) or by standardizing activities so there is 
seldom any variation. Top management could insist on 
making all important decisions (centralization), leaving 

few decisions to employees. 


(using their authority). These are not the only ways in 
which to achieve integration. Others include using the 
management information system, liaison roles (such 
as a project manager), task forces, or teams. One of 
the interesting research results on authority is that 
the span of control (number of people reporting to 
a supervisor) is related to integration in opposite ways 
in different circumstances. A large span of control can 
mean improved performance in some situations because 
employees feel less monitored and appreciate the 
freedom to do their job.’ Their activities are coordinated 
through other means, such as routine and procedures 
or teamwork. However, for groups that are interdepen- 
dent and for whom coordination is critical, a smaller 
span of control supports the group coordination.“ The 
manager is more available to staff and is more likely to 
work alongside the staff, to offer coaching and feedback, 


span of control The number 
of employees reporting to a 
supervisor. 


and to have frequent and timely communication with 
staff, thereby creating shared goals.’ A study with cross- 


The organization could ask 
supervisors to monitor and 


guide employee behaviours 


functional flight departure teams (e.g., baggage handlers, 


IN ACTION | 


eloitte Touche Tohmatsu (Deloitte) has a single brand 
Diese that spans the world. it is a global network of inde- 
pendent member firms that provide audit, tax, consulting, 
and financial advisory services. About 165,000 professionals 
in 140 countries work for separate member partnerships coor- 
dinated under the Deloitte brand. This is true of the other “Big 
Four” auditing firms: Ernst & Young, PricewaterhouseCoopers 
and KPMG. These firms are comprised of hundreds of smaller 
organizations linked by knowledge, economics, and brand, 
each with one coordinating firm. The individual firms within 
the Deloitte structure are owned by partners who become 
co-owners or shareholders as they go on to become senior 
members of the organization. 

The individual firms within the “one firm” design structure 
are largely unlimited liability partnerships doing auditing and/ 
or accounting work. Even if some of the individual firms are 
limited liability companies, the senior members who become 
shareholders are still designated as partners. This design 
becomes a double-edged sword when a local affiliate is cited for 
accounting wrongdoing. For instance, PricewaterhouseCoopers 
would have to face regulatory and possibly judicial review if an 
individual firm in India was involved in fraud. The power and 


global reach of this organizational design are therefore offset by 
the risk of financial and material liability. 

The differentiation process within Deloitte is accomplished 
in a relatively straightforward manner based upon independent 
firms and partnership structure under a single umbrella. The 
more difficult task in a naturally differentiated structure is one 
of integration. Deloitte has accomplished these critical tasks of 
coordination and integration through video. The company has 
been able to reach more employees and keep its costs down 
through visual media. 

Deloitte made a strategic decision to launch a video depart- 
ment in 2005 for three reasons. First, the demand for online 
video is increasing. Second, video can be a critical communi- 
cation tool that actually saves money. For the 50 videos that 
Deloitte produced during 2008, they estimated a 300 percent 
return on investment (ROI), excluding savings on travel. Third, 
online communication skills have evolved dramatically in the 
past decade, both in consumption and production. Companies 
may already have professional staff with necessary skills for 
video communication without fully realizing that they do. 
Ultimately, organization design and structure is about getting 
lots of people well connected and working together. 


SOURCE: K. Frankola, “How Deloitte Build Video into the Corporate Strategy,’ Strategic Communication Management 13 (2009): 28-31. 
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pilots, cabin cleaners, ticketing agents) at a variety of 
airlines demonstrated that those with smaller spans of 
control achieved better performance in terms of gate 
time per departure, staff time per departure, customer 
complaints, and late arrivals.6 When span of control 
increases, managers have less opportunity for inter- 
acting with individual subordinates,’ tend to become 
more autocratic in their decision making,* and are more 
likely to handle problems with subordinates in a formal- 
ized, impersonal way, using warnings and punishments 
instead of coaching and feedback.® 

Henry Mintzberg, the pre-eminent Canadian man- 
agement thinker, argues that the following questions can 
guide managers in designing formal structures that fit an 
organization’s unique set of circumstances: 


1. How many tasks should a given position in the 
organization contain, and how specialized should 
i wv 
each task be? 


bo 


. How standardized should the work content of each 

position be? 

3. What skills, abilities, knowledge, and training 
should be required for each position? 

4. What should be the basis for the grouping of posi- 
tions within the organization into units, depart- 
ments, divisions, and so on? 

5. How large should each unit be, and what should 
the span of control be (that is, how many individ- 
uals should report to each manager)? 

6. How much standardization should be required in 

the output of each position? 

What mechanisms should be established to help 

individuals in different positions and units to adjust 


to the needs of other individuals? 


8. How centralized or decentralized should decision- 
making power be in the chain of authority? Should 
most of the decisions be made at the top of the 
organization (centralized) or be made down in the 
chain of authority (decentralized) ?"" 

The manager who can answer these questions has a 
good understanding of how the organization should imple- 
ment the basic structural dimensions. These basic design 
dimensions act in combination with one another and are 
not entirely independent characteristics of an organization. 


BASIC STRUCTURES 


Most organizations begin their existence as a simple struc- 
ture. All power rests in the entrepreneur (centralization ) 
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SIMPLE STRUCTURE : 


Wei Manager 


'T cor sulting 


DUsINeSs 


Technician 1 Technician 2 


whose few staff do whatever is needed. There are no job 
descriptions or written procedures. The owner decides what 
will be done and how as the need arises. An example of a 
simple structure would be a small computer consulting 
company. The owner works with three technicians to help 
small businesses fix computer applications and to make 
decisions regarding computer hardware and software that 
meet their needs (Figure 16.1). The owner supervises the 
work and works alongside the technicians as needed. Some 
specialized functions, such as the bookkeeping and adver- 
tising, are contracted out rather than done in-house. 

As an organization grows, it adds people, including 
middle managers, to relieve the pressure on the owner. 
The staff becomes more specialized, dividing up the 
duties rather than jointly doing whatever is needed. Staff 
are grouped (or departmentalized) for the purpose of 
supervision and resource sharing. This grouping can take 
several forms: functional, divisional, or matrix. 

Afunctionalstructure 
groups people according to 
their function in the organi- 
zation. The computer con- 
sulting company expands and 
takes back the functions it 
had outsourced when it was 
small. It groups people into 
consulting, finance, and mar- 
keting (Figure 16.2). 

Divisional structures 
create self-contained units 


FUNCTIONAL STRUCTURE gs 


Fa 


simple structure A 
centralized form of organization 
that emphasizes direct 


functional structure A 


they perform. 


divisional structure A 


service, client, or geography. 


IT consulting 


Husiness 


Manager Manager Manager 


Marketing Consutting nance 
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supervision and low formalization. 


form of organization that groups 
people according to the function 


form of organization that groups 
employees according to product, 


Manager 
Ottawa 


DIVISIONAL STRUCTURE (SERVICES) ~ 


Manager 


User and Desktop 
Support 


DIVISIONAL STRUCTURE (GEOGRAPHIC) 


CEO 
IT consulting 
business 


Manager 
Montreal 


Manager 
Windows/Macintosh 


that focus on products, services, clients, or geographical 
regions. One way in which the computer consulting com- 
pany could divisionalize is by opening up several offices 
that provide services within particular geographical areas 
(Figure 16.3). Other divisional structures would see the 
company structured according to specific specialty ser- 
vices, e.g., computer applications, web design, IT training 
(Figure 16.4) or according to clients (Figure 16.5). 


matrix structure A dual- 
authority form of structure 
that combines functional and 
divisional structures, typically 


through project teams. 


Manager 
Client A 


Matrix structures 
are dual-authority structures 
that combine functional and 
divisional approaches. For 
example, an employee in 
Internet services could be 


DIVISIONAL STRUCTURE (CLIENTS) 


Manager 
Clent B 
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Manager 
Quebec City 


Manager 
UNIX 


Manager 
Other clienis 


assigned as a web designer to a project 
team working on a major project for 
Client A (Figure 16.6). That web designer 
would work with a multidisciplinary team 
pulled together to meet these particular 
project needs and would report on a daily 
basis to the project manager (who reports 
to the person in charge of Client A). The 
web designer is also under the supervision 
of the Internet services manager, who 
can provide technical facilitation that the 

project manager 

could not. When 
project is 
completed, the 
web designer will 
be assigned to 
another project. 
A matrix design 
can also be more 


Manager 
permanent. For 


interrmual Heir 
example, the 
human resources 
manager of a 
large manufacturing plant can report both to the plant man- 
ager and to the corporate human resources director (who 
oversees human resources at the companys six plants to 
ensure consistency and quality). 

Once an organizational structure grows beyond a 
simple structure, it often combines several structural 
designs rather than following one, thereby creating a 
hybrid structure. For instance, the sales force is likely to 
be grouped on a geographical basis, whereas headquar- 
ters may have a functional structure for the staff func- 
tions contained there (e.g., human resources, finance), 


and the plants may be divided according to product. 


Experiences with Structure 


To give you a sense of what each struc- 
ture is like, its pros and cons, and the 
experience for an employee within it, 
let's look at an employee who gets the 
opportunity to work in each of the struc- 
tures. Shay is hired as a marketing assis- 
tant in a start-up promotional company. 
Besides the owner, there are three staff 
members. Shay is hired to manage client 
promotion campaigns but also finds her- 
self helping with client pitches and client 
management, office accounting, and the 
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MATRIX STRUCTURE 3 


Manaaer 


User and Desktop 


wt 


Manager 
Windows/Macintosh 


Manager 
UNIX 


Mar vager 
internet Services 


hiring of contract workers. Because it is a simple struc- 
ture there are few rules, no job description, and her work 
varies daily; all major decisions are made by the owner 
but the frequent office interaction means Shay has 
input into many decisions. There is no bureaucracy to 
deal with. She sees that the company is very adaptable, 
able to move quickly when a need is identified. Her 
future career depends on the success and direction of 
the company—she may end up doing far more complex 
work, she may enter management as it grows, or she 
may lose her job if the company has difficulties. Shay 
likes the variety in her activities and the close atmo- 
sphere of the small group. She knows her contribution 
to the company’s success. She gets to stretch her skills 
and is learning constantly. On the other hand, Shay is 
frustrated at the hours. The owner expects long hours 
from all staff and it is difficult to say no. There is no 
one to complain to when she is annoyed with her boss. 
Shay sees the risks with this structure: the owner is good 
at many things but not everything, yet he has the final 
say, and, if he is absent, the organization is handicapped 
because no one else has full information or power. 
Looking for experience with a much larger, estab- 
lished organization, Shay takes a job as a marketing 
assistant in a functional structure. Now, working in a 
marketing department separated from the other parts of 
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the organization, she is man- 
aged by a supervisor who is 
a marketer. Shay works only 
with marketers, works within 
clear procedures and defined 
activities, has specified tasks 
and responsibilities, and ends 
up specializing in labelling. 
She is able to learn from the 
experts in her area, watching 
them handle more chal- 
lenging assignments than 
she is ready to deal with. Her 
career direction is a clear pro- 
gression through marketing 
positions. It is comforting to 
be with people similar to her 
but she also misses the variety 
of interaction from her old 
job and being stretched to 
undertake roles that are out- 
side her expertise. Also, she 
does not get the same sense 
of being close to the action 
because corporate decisions are far removed from her. 
She realizes, because of her experience at the small com- 
pany, that the disadvantage of the functional structure is 
the narrow focus of each department—each one seems 
to focus more on its own success than the success of the 
company as a whole and there seems to be competitive- 
ness among them. She sees a lack of coordination and 
communication between the departments, which she 
has heard, is called a “silo” mentality. 

Reorganization and layoffs led to Shay once again 
looking for a job, this time in a company divisionalized 
according to product. She now works for a large con- 
sumer products company within a self-contained sub- 
unit that is focused on a particular product line. So now 
she specializes in marketing that particular product. 
She finds that the various functions in the large subunit 
are well coordinated and focused on jointly making the 
product successful. There is a sensitivity to the needs of 
its market, with a willingness to adapt as needed. But she 
las limited contact with the other functional people in 
her subunit (such as production and finance) and usually 
interacts only with marketers. She sees the silo mentality 
again here, but in a different form. This time the conflict 
lies between the product divisions. It seems to generate a 
lot of politicking. She also sees some duplication between 
product divisions; for example, why do they each have 
a human resources function when it would probably be 
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mechanistic structure An 
organizational design that 
emphasizes structured activities, 
specialized tasks, and centralized 
decision making. 


organic structure An 
organizational design that 
emphasizes teamwork, 


open 


decentralized decision making. 
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more efficient to have a central human resource depart- 
ment supporting all parts of the company? In terms of 
Shay’s future career, she can move up within the mar- 
keting group assigned to this product division but would 
like to ultimately get a broader experience. 

When, once again, Shay changes employment, she 
moves to a matrix organization. She is now providing 
marketing expertise within a series of project teams with 
others of different functional backgrounds. For example, 
in a recent new product project team she worked with 
operations people (e.g., production planning, engi- 
neering design, and product design). Shay now has two 
supervisors: one is the marketing manager and the other 
is the project manager. She likes the teamwork involved, 
the range of projects she works on over the course of a 
year, and the variety of people with whom she interacts, 
as well as the security of having an expert in her area as 
backup. But sometimes her project manager and mar- 
keting manager have different priorities for her, and she 
wishes there was closer communication between them 
when it comes to doing her performance review. Her 
functional manager (the marketer) does the actual review 
even though the project manager is much more familiar 
with what she has been doing over the last months. 


Mechanistic and Organic Structures 


The six basic structural dimensions can be com- 
bined into two broad and contrasting descriptive cat- 
egories: mechanistic and organic organizations.’ 
Mechanistic structures have a cluster of formaliza- 
tion, centralization, standardization, hierarchy, and spe- 
cialization. As in a machine, every part has a specific, 
well-defined role and no room for variation. Communi- 
cation is mostly top down. The traditional automobile- 
manufacturing facility with an assembly line setup fits this 
description. Organic organizations act more like living 
things than machines. As living things survive through 
adaptation to their environment, organic organizations 
continuously adjust their operations as needed and can 
do so because they have a flat structure with decentral- 
ization, low formalization, low standardization, and low 
specialization. They empha- 
size open communication 
and de-emphasize _ hier- 
archy. Decisions are linked 
more to expertise than 
formal authority. A con- 
sulting firm that uses its 
staff interchangeably on 
project teams tends to have 
a more Organic structure. 


communication, and 
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he Delta Synergy Group 

delivers team-building 
and corporate training pro- 
grams to clientele across 
Canada and North America, 
and around the globe. 
Compelling experiential 
activities (such as building a 
bridge or rappelling down a 
cliff) form the basis for reflection on interaction and leadership, 
risk, trust, support, teamwork, and communication. From its 
creation in 1994, Delta’s structure has evolved to a geographic 
divisionalization with offices in Calgary, Vancouver, and Toronto. 
This was partially to meet the needs of local clients and partially 
to take advantage of the local training resources (e.g., moun- 
tains and lakes). 

Delta Synergy Group provides detailed evaluation of its 
programs to its clients. Since its founding, it has worked with 
637 clients, completed 974 projects and provided 46,752 hours 
of training experiences. 


SOURCE: Delta Synergy, 2018, About, accessed from https://deltasynergy.com/about/, 
September 9, 2018. 


Activities are not bound by job descriptions, rules, or 
standardized procedures. Each project is a new challenge 
and handled jointly by team members, with support 
rather than interference coming from the top. In fact, no 
organization is purely organic or mechanistic, with a more 
varied combination of the six basic dimensions likely. But 
these contrasting concepts are useful short forms for the 
typical clustering of characteristics that have implications 
for efficiency and innovation (to be discussed later). 

Organizations are not often pure forms of the var- 
ious structures. They often use a hybrid structure that 
combines characteristics of various structures that are 
necessary to achieve a particular strategic outcome. 
Rogers Communication Inc., for example, has three 
business units—wireless, cable, and telecom—as well as 
functional support across the organization.” 


) CONTEXTUAL VARIABLES 


The basic design dimensions and the resulting struc- 
tural configurations play out in the context of the 
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organization’s internal and external environments. 
Four contextual variables influence the success 
of an organization’s design: size, technology, environ- 
ment, and strategy and goals. These variables provide 
a manager with key considerations for the right orga- 
nizational design, although they do not determine the 
structure. The amount of change in the contextual vari- 
ables throughout the life of the organization influences 
the amount of change needed in the basic dimensions 
of the organization’s structure. For example, competitive 
pressures in many industries have led to outsourcing, 
one of the greatest shifts in organizational structure in 
a century.’° 


Size 


In organizational structure, size is defined as the total 
number of employees. This is logical, because people 
and their interactions are the building blocks of struc- 
ture. Other measures, such as net assets, production 
rates, and total sales, are usually highly correlated with 
the total number of employees but may not reflect the 
actual number of interpersonal relationships that are 
necessary to effectively structure an organization. 

When exploring structural alternatives, what should 
the manager know about designing structures for large 
and small organizations? 

Formalization, specialization, and standardization 
all tend to be greater in larger organizations because 
they are necessary to control activities within the orga- 
nization. For example, larger organizations are more 
likely to use documentation, rules, written policies and 
procedures, and detailed job descriptions than to rely 
on personal observation by the manager. McDonald's 
has several volumes that describe how to make all its 
products, how to greet customers, how to maintain 
the facilities, and so on. This level of standardization, 
formalization, and specialization helps McDonald's 
maintain the same quality of product no matter where 
a restaurant is located. In contrast, at a small, locally 
owned café, your hamburger and French fries may taste 


a little different every time you visit. This is evidence of 


a lack of standardization. 

Formalization and specialization also help a large 
organization decentralize decision making. Because of the 
complexity and number of decisions in a large organization, 
formalization and specialization are used to set parameters 
for decision making at lower levels. By decentralizing deci- 
sion making, the larger organization adds horizontal and 
vertical complexity, but not necessarily spatial complexity. 
However, it is more common for a large organization to 
have more geographic dispersion. 
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Although some have argued that the future belongs 
to small, agile organizations, others argue that size con- 
tinues to be an advantage. To take advantage of size, 
organizations must become centreless corporations with 
a global core.'* These concepts were pioneered by Booz 
Allen Hamilton based on its worldwide technology and 
management consulting. The global core provides stra- 
tegic leadership, helps distribute and provide access to 
the company’s capabilities and knowledge, creates the 
corporate identity, ensures access to low-cost capital, and 
exerts control over the enterprise as a whole. 

Hierarchy of authority is another dimension of 
design related to complexity. As size increases, complexity 
increases; thus, more levels are added to the hierarchy 
of authority. This keeps the span of control from getting 
too large. However, there is a balancing force, because 
formalization and specialization are added. The more 
formalized, standardized, and specialized the roles within 
the organization, the wider the span of control can be. 


Technology 


An organization’s technology is an important contextual 
variable in determining the organization’s structure.’ 
Technology is defined as the tools, techniques, and 
actions used by an organization to transform inputs into 
outputs.'° The inputs of the organization include human 
resources, machines, materials, information, and money. 
The outputs are the products and services that the 
organization offers to the external environment. Deter- 
mining the relationship between technology and struc- 
ture is complicated because different departments may 
employ very different technologies. As organizations 
become larger, there is greater variation in technologies 
across units in the organization. Joan Woodward, Charles 
Perrow, and James Thompson have developed ways to 
understand traditional organizational technologies. 
Woodward introduced one of the best-known classi- 
fication schemes for technology, identifying three types: 
unit, mass, or process production. Unit technology is 
small-batch manufacturing technology and, sometimes, 
made-to-order production. Examples include Island View 
Design, a custom furniture and cabinet-making shop 
near Halifax, and Vancouver KIMBO Design, a full- 
service design firm specializing in branding and website 
design. Mass technology is large-batch manufacturing 
technology, Examples include automotive assembly lines 
and latex glove production. 
Process production is contin- 
uous-production — processes. 
Examples include oil refining 
and beer making. Woodward 


contextual variables A set 
of characteristics that influence 
the organization's design 
processes, 
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classified unit technology as the least complex, mass tech- 
nology as more complex, and process technology as the 
most complex. The more complex the organization’s tech- 
nology, the more complex the administrative component 
or structure of the organization needs to be. 

Perrow proposed an alternative to Woodward's 
scheme based on two variables: task variability and 
problem analyzability. Task variability considers the 
number of exceptions encountered in doing the tasks 
within a job. Problem analyzability examines the types 
of search procedures followed to find ways to respond 
to task exceptions. For example, for some exceptions 
encountered while doing a task, the appropriate response 
is easy to find. If you are driving down a street and see 
a sign that says, “Detour—Bridge Out,” it is very easy 
to respond to the task variability, so analyzability is low 
(i.e., limited analysis is needed). By contrast, when Alex- 
ander Graham Bell was designing the first telephone, the 
problem analyzability was very high for his task. 

Perrow went on to identify the four key aspects 
of structure that could be modified to the technology. 
These structural elements are (1) the amount of discre- 
tion that an individual can exercise to complete a task, 
(2) the power of groups to 
control the unit’s goals and 
strategies, (3) the level of 
interdependence among 
groups, and (4) the extent to 
which organizational units 


technological 
interdependence The 
degree of interrelatedness 
of the organization's various 
technological elements. 
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coordinate work using either feedback or planning. 
Figure 16.7 summarizes Perrow’s findings about types of 
technology and basic design dimensions."* 

Thompson offered yet another view of technology 
and its relationship to organizational design. This 
view is based on the concept of technological 
interdependence (i.c., the degree of interrelatedness 
of the organization’s various technological elements) and 
the pattern of an organization’s work flows. Thompson's 
research suggests that greater technological interdepen- 
dence leads to greater organizational complexity and that 
the problems of this greater complexity may be offset by 
decentralized decision making." 

The research of these three early scholars on the 
influence of technology on organizational design can be 
combined into one integrating concept—routineness in 
the process of changing inputs into outputs in an orga- 
nization. This routineness has a very strong relationship 
with organizational structure. The more routine and 
repetitive the tasks of the organization, the higher the 
degree of formalization that is possible; the more cen- 
tralized, specialized, and standardized the organization 
can be; and the more hierarchical levels with wider spans 
of control that are possible. 

Essentially, the more routine the technology, the 
more effective a mechanistic structure will be in sup- 
porting organizational success. The less routine the 
technology, the more likely an organic structure is 
appropriate. 
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SUMMARY OF PERROW’S FINDINGS ABOUT THE RELATIONSHIP 
BETWEEN TECHNOLOGY AND BASIC DESIGN DIMENSIONS 


Task Variability 


Few exceptions 


Craft ‘ 


1. Moderate formalization 
2. Moderate centralization 
3. Moderate specialization 


ill-defined 
and 
unanalyzable 


= 4. Low—moderate standardization 
Fa 5. High complexity 
eS 6. Low hierarchy 
= 
o 
£ Routine 
& 
2 1. High formalization 
oa Well-defined 2. High centralization 
and 3. Motierate specialization 
analyzable 


4. High standardization 
5. Low complexity 
6. High hierarchy 


Many exceptions 


Nonroutine 


1. Low formalization 

2. Low centralization 
3. Low specialization 
4. Low standardization 
5. High complexity 

6. Low hierarchy 


Engineering 


1. Moderate formalization 

2. Moderate centralization 
3. High specialization 

4. Moderate standardization 
5. Moderate complexity 

6. Moderate hierarchy 


SOURCE: Built from C. Perrow, “A Framework for the Comparative Analysis of Organizations,’ American Sociological Review (April 1967): 194-208. 


Environment 


The third contextual variable for organizational design is 
environment. The environment of an organization is 


most easily defined as anything outside the boundaries of 


that organization. Different aspects of the environment 
have varying degrees of influence on the organization's 
structure. The general environment includes all condi- 
tions that may have an impact on the organization. These 
conditions could include economic factors, political con- 
siderations, ecological changes, sociocultural demands, 
and governmental regulation. 

The level of environmental uncertainty is the 
contextual variable of environment that most influences 
organizational design. Some organizations have relatively 
static and simple environments with little uncertainty, 
whereas others are so dynamic and complex that no one 
is sure what tomorrow may bring. Binney & Smith, for 
example, has made relatively the same product for more 
than 50 years, with very few changes in the product design 
or packaging. The environment for its Crayola products 
is relatively static. In fact, customers rebelled when the 
company tried to get rid of some old colours and add new 
ones. In contrast, in the last two decades, competitors 
in the airline industry have encountered deregulation, 
mergers, bankruptcies, safety changes, changes in cost 
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and price _ structures, 
changes in customer 
and employee demo- 
graphics, and changes 
in global competition. 
In such uncertain con- 
ditions, 
organizations must use 


fast-response 
expertise coordination 
practices to ensure that 
distributed expertise is 
managed and applied in 
a timely manner.’® 

The 
uncertainty in the envi- 


degree of 
‘ronment influences the 
structural dimensions. 
A functional structure 
is superior in a pre- 
dictable 


because _ it 


environment 
enhances 
efficiencies, but a divi- 
sional structure's (e.g., 
geography/product) 


customized focus 


allows it to respond more quickly in an unpredictable 


environment.” 


If the organization’s environment is uncertain, 


dynamic, and complex, and resources are scarce, the man- 


ager needs an organic structure that is better able to adapt 


to its environment. Such a 
structure allows the manager 
to monitor the environment 
from a number of internal 
perspectives, thus helping 
the 
flexibility in responding to 


organization maintain 


environmental changes.”! 
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environment Anything 
outside the boundaries of an 
| organization. 


environmental 

' uncertainty The number of 
different elements and the rate 
of change in the organization's 
environment. 
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This finding has been replicated recently in Chinese 
companies.” Although an organic structure’s flexibility 
makes it suitable to meet the need for timely respon- 
siveness, research suggests that there remains a need for 
some structure and it may be better to err on the side of 
too much structure rather than too little.®> Some suggest 
the use of a “simple rules” structure that can be robust in 
a number of environments.” 

Dess and Beard defined three dimensions of envi- 
ronment that should be measured in assessing the degree 
of uncertainty: capacity, volatility, and complexity.” The 
capacity of the environment reflects the abundance or 
scarcity of resources. If resources abound, the environ- 
ment supports expansion, mistakes, or both. In contrast, 
in times of scarcity, the environment demands survival 
of the fittest. Volatility is the degree of instability. The 
airline industry is in a volatile environment. This makes 
it difficult for managers to know what needs to be done. 
The complexity of the environment refers to the differ- 
ences and variability among environmental elements. 

The organization’s perceptions of its environment 
and the actual environment may not be the same. 
The environment that the manager perceives is the 
environment that the organization responds to and 
organizes for.** Therefore, two organizations may be 
in relatively the same environment from an objective 
standpoint, but if the managers perceive differences, 
the organizations may enact very different structures 
to deal with this same environment. For example, one 
company may decentralize and use monetary incen- 
tives for managers that lead it to be competitively 
aggressive while another company may centralize 
and use incentives for managers that lead it to be less 
intense in its rivalry.” 


Strategy and Goals 


The fourth contextual variable that influences how the 
design dimensions of structure should be enacted is the 
strategies and goals of the organization. Strategies and 
goals provide legitimacy to the organization, as well as 
employee direction, decision guidelines, and criteria for 
performance.” In addition, strategies and goals help the 
organization fit into its environment. 

Different strategies will lead to different emphases 
on efficiency versus innovation. If a company follows a 
cost leadership strategy, aiming at selling more because 
its products are the least expensive, it needs efficiency to 
lower its costs. It will typically lean toward a mechanistic 
structure in order to gain this efficiency. On the other 
hand, if it emphasizes differentiation from the competi- 
tion through a unique or innovative product, an organic 
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structure with decentralization and low formalization 
will encourage the creativity and quick responsiveness 
needed.” 

For example, when Apple Computer introduced 
personal computers to the market, its strategies were 
very innovative. The structure of the organization was 
relatively flat and very informal. Apple had Friday after- 
noon beer and popcorn discussion sessions, and eccentric 
behaviour was easily accepted. As the personal computer 
market became more competitive, however, the structure 
of Apple changed to help it control costs. The innovative 
strategies and structures devised by Steve Jobs, one of 
Apple's founders, were no longer appropriate. The board 
of directors recruited John Scully, a marketing expert from 
PepsiCo, to help Apple better compete in the market it 
had created. In 1996 and 1997, Apple reinvented itself 
again and brought back Jobs to try to restore its innova- 
tive edge. After his return, Apple became a major player 
in the digital music market with its introduction of several 
models of the iPod, iPhone, and iPad. 

Limitations exist, however, on the extent to which 
strategies and goals influence structure. Because the 
structure of the organization includes the formal 
information-processing channels in the organization, it 
stands to reason that the need to change strategies may 
not be communicated throughout the organization. In 
such a case, the organization’s structure influences its 
strategic choice. Changing the organization’s structure 
may not unlock value but rather drive up costs and 
difficulties. Therefore, strategic success may hinge on 
choosing an organization design that works reasonably 
well, and then fine tuning the structure through a stra- 
tegic system.” 

The inefficiency of the structure to perceive environ- 
mental changes may even lead to organizational failure. 
Examples of how different design dimensions can affect 
the strategic decision process are listed in Table 16.1. 

The four contextual variables—size, technology, 
environment, and strategy and goals—combine to influ- 
ence the design process. However, the existing struc- 
ture of the organization influences how the organization 
interprets and reacts to information about each of the 
variables. Each of the contextual variables has manage- 
ment researchers who claim that it is the most impor- 
tant variable in determining the best structural design. 
Because of the difficulty in studying the interactions of 
the four contextual dimensions and the complexity of 
organizational structures, the argument about which 
variable is most important continues. 

What is apparent is that there must be some level of 
fit between the structure and the contextual dimensions 
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As the level of formalization increases, so does the probability of the following: 


1. The strategic decision process will become reactive to crisis rather than proactive through opportunities. 


2. Strategic moves will be incremental and precise. 


3. Differentiation in the organization will not be balanced with integrative mechanisms. 


4. Only environmental crises that are in areas monitored by the formal organizational systems will be acted upon. 


As the level of centralization increases, so does the probability of the following: 


1. The strategic decision process will be initiated by only a few dominant individuals. 


2. The decision process will be goal-oriented and rational. 


3. The strategic process will be constrained by the limitations of top managers. 


As the level of complexity increases, so does the probability of the following: 


1. The strategic decision process wik become more politicized. 


2. The organization will find it more difficult to recognize environmental opportunities and threats. 


3. The constraints on good decision processes will be multiplied by the limitations of each individual within the organization. 


SOURCE: Republished with permission of Academy of Management, “The Strategic Decision Process and Organizational Structure” (Table), J. Fredrickson, Academy of Management Review (1986): 284. Reproduced by permission 


conveyed through Copyright Clearance Center, Inc. 


of the organization. The better the fit, the more likely 
the organization will achieve its short-run goals. In addi- 
tion, the better the fit, the more likely the organization 
will process information and design appropriate organi- 
zational roles for long-term prosperity, as indicated in 
Figure 16.8. 


Interaction Between Structure and People 


One can also apply the idea of fit between structures 
and people. Studies of Americans show they were more 
attracted to organizations with decentralized structures,” 
and their job satisfaction was inversely related to the 
level of bureaucracy in the work. Individual differences 
showed that the low job satisfaction—bureaucracy link was 
particularly pronounced in those individuals who place a 
high value on individuality, freedom, and independence.” 


In contrast, research investigating the high failure rate of 


development projects in developing countries attributed 
many of the difficulties in the Nepalese projects to the 
mismatch between the high bureaucratic orientation 
of the Nepalese and the Western project-management 
structure.” Finnish research showed that individuals 
with a high personal need for structure experience more 
job strain in highly complex work circumstances.” An 
individual’s level of self-esteem seems related to the 
influence of organization structural dimensions, with low- 
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self-esteem people more sensitive to those cues.* 
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SOURCE: Built from C. Perrow, “A Framework for the Comparative Analysis of Organizations,” American Sociological 
Review (April 1967): 194-208. 
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organizational life 
cycles The differing stages of 
an organization's life from birth 
to death. 


Structure influences leadership, Charismatic leaders 
are more likely to emerge in organic structures than in 
mechanistic ones. Flat structures reward those man- 
agers who favour sharing information and objectives with 
employees by promoting them faster than those managers 
who do not believe in making information and objectives 
explicit to those below them. The opposite 
was observed in tall structures.*’ Leader- 
ship also influences structure. CEOs with 
a high need for achievement are more 
likely to use centralization, formalization, 
and integration. Because they want to 
meet standards of excellence and want to 
have control over events affecting perfor- 
mance, they try to accomplish their work 
in an interactive way (because they like 
feedback) and an analytical/rational way 
(suggesting a focus on good procedures 
and linking mechanisms).** 

Structure also influences justice expectations and 
perceptions. Decentralized organizations are seen as 
more procedurally fair than centralized.® Individuals 
are more sensitive to procedural justice in mechanistic 
structures because formal procedures are part of the 
daily work landscape. Individuals are more sensitive to 
interactional justice in organic structures because they 
are based on interpersonal interactions.” 


> FORCES RESHAPING 
ORGANIZATIONS 


Several forces reshaping organizations are causing managers 
to go beyond the traditional frameworks and to examine 
ways to make organizations more responsive to customer 
needs. Some of these forces include shorter organizational 
life cycles, globalization, and rapid changes in information 
technology. These forces together increase the demands on 
process capabilities within the organization and emerging 
organizational structures. To successfully retain their health 
and vitality, organizations must function as open systems 
that are responsive to their task environment." 


Life Cycles in Organizations 


Organizations are dynamic entities; they ebb and flow 
through different stages. 
Usually, researchers think 
of these stages as 
organizational life cycles. 
The total organization has a 
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life cycle that begins at birth, moves through growth and 
maturity to decline, and possibly experiences reviv: as 

Organizational subunits may have very similar life 
cycles. Because of changes in technology and product 
design, many organizational subunits, especially those 
that are product based, are experiencing shorter life 
cycles. Hence, the subunits that com- 
pose the organization are changing more 
rapidly than in the past. These shorter 
life cycles enable the organization to 
respond quickly to external demands 
and changes. 

When a new organization or sub- 
unit is born, the structure is organic and 
informal. If the organization or subunit 
is successful, it grows and matures. This 
usually leads to formalization, specializa- 
tion, standardization, complexity, and a 
more mechanistic structure. If the envi- 
ronment changes, however, the organization must be 
able to respond. A mechanistic structure is not able to 
respond to a dynamic environment as well as an organic 
one. If the organization or subunit does respond, it 
becomes more organic and revives; if not, it declines and 
possibly dies. 

Shorter life cycles put more pressure on the orga- 
nization to be both flexible and efficient at the same 
time. Further, as flexible organizations use design to 
their competitive advantage, discrete organizational life 
cycles may give way to a kaleidoscope of continuously 
emerging, etficiency-seeking organizational designs.* 
The manager's challenge in this context becomes one 
of creating congruency among various organizational 
design dimensions to fit continuously changing markets 
and locations. 


Globalization 


Another force that is reshaping organizations is the pro- 
cess of globalization. In other words, organizations operate 
worldwide rather than in just one country or region. 
Global corporations can become pitted against sover- 
eign nations when rules and laws conflict across national 
borders. Globalization makes spatial differentiation even 
more of a reality for organizations. Besides the obvious 
geographic differences, there may be deep cultural and 
value system differences. This adds another type of com- 
plexity to the structural design process and necessitates 
the creation of integrating mechanisms so that people are 
able to understand and interpret one another, as well as 
coordinate with one another. 
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The choice of structure for managing an interna- 
tional business is generally based on choices concerning 
the following three factors: 


1. The level of vertical differentiation. A hierarchy of 
authority must be created that clarifies the respon- 
sibilities of both domestic and foreign managers. 


2. The level of horizontal differentiation. Foreign and 
domestic operations should be grouped in such a 
way that the company effectively serves the needs 
of all the customers. 

3. The degree of formalization, specialization, stan- 
dardization, and centralization. The global struc- 
ture must allow decisions to be made in the most 
appropriate area of the organization. However, 
controls must be in place that reflect the strategies 
and goals of the parent firm.” 


Changes in Information-processing 
Technologies 


Many of the changes in information-processing tech- 
nologies have allowed organizations to move into new 
product and market areas more quickly. However, just 
as shorter life cycles and globalization have caused new 
concerns for designing organizational structures, so 
has the increased availability of advanced information- 
processing technologies. 

Organizational structures are already feeling the 
impact of advanced information-processing technolo- 
gies. More integration and coordination are evident 
because managers worldwide can be connected through 
computerized networks. The basic design dimensions 
have also been affected as follows: 


1. The hierarchy of authority has been flattened. 

2. The basis of centralization has been changed. Now 
managers can use technology to acquire more 
information and make more decisions, or they can 
use technology to push information and decision 
making lower in the hierarchy and thus decrease 
centralization. In fact, decentralized structures do 
make greater use of information technology than 
do centralized structures.” 

3. Less specialization and standardization are needed 
because people using advanced information- 
processing technologies have more sophisticated 
jobs that require a broader understanding of how 
the organization gets work done.” 


Advances in information processing are leading to 
knowledge-based organizations that incorporate virtual 
enterprising, dynamic teaming, and knowledge networking.” 
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Demands on Organizational Processes 


Because of the forces reshaping organizations, man- 
agers find themselves trying to meet what seem to be 
conflicting goals: an efficiency orientation that results in 
on-time delivery and a quality orientation that results in 
customized, high-quality goods or services.*® Tradition- 
ally, managers have seen efficiency and customization as 
conflicting demands. 

To meet these conflicting demands, organizations 
need to become “dynamically stable.’ To do so, an orga- 
nization must have managers who see their roles as archi- 
tects who clearly understand the “how” of the organizing 
process. Managers must combine long-term thinking 
with flexible and quick responses that help improve pro- 
cess and know-how (see Table 16.2). The organizational 
structure must help define, at least to some degree, 
roles for managers who hope to successfully address 
the conflicting demands of dynamic stability. Go to the 
Self-Assessment to assess your organization. 


a Presse, one of Canada’s best-known papers, started a 
es restructuring in 2018. It is moving from a for- 
profit unit of the Demarais’ Power Corporation to a stand-alone 
non-profit. The goal of the change in structure is to enable La 
Presse to get government grants and to receive donations. 
The Demarais family will make an initial donation of $50 mil- 
lion to the new entity and then will not have any role in the 
French-language paper. “The new structure is designed to be 
a modern approach adapted to the realities of today’s written 
media,’ according to La Presse, Further, La Presse president 
Pierre-Elliott Levasseur noted, “I don’t think there's a person in 
Quebec or in the rest of Canada who's going to give money to 
La Presse in the form of a donation knowing that Power Corp. 
is the owner.” 

La Presse first published in 1884 and was created by con- 
servatives who did not support John A. MacDonald. In 2017, 
La Presse made headlines by no longer printing paper copies 
of the newspaper and went fully digital. La Presse employs 585 
people. 


SOURCES: S. Rukavina, “Montreal’s La Presse is to Become Non-profit Entity,’ 
CBC News, May 8, 2018, accessed from https://www.cbc.ca/news/canada/ 
montreal/montreal-s-la-presse-to-become-non-profit-entity-1.4653138, 
September 26, 2018; The Canadian Press, “Bill to Make La Presse a Not for Profit 
Passes after Quebec Invoked Closure,” June 15, 2018, accessed from https:// 
globalnews.ca/news/427731 0/bill-to-make-la-presse-a-not-for-profit-passes-after 
-quebec-invoked-closure, September 9, 2018. 
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Strictly adhering to boss—employee relationships. 


. Getting things done by giving orders. 


Carrying messages up and down the hierarchy. 
Performing a prescribed set of tasks according to a job description. 


Having a narrow functional focus. 


6. Going through channels, one by one. 


Controlling subordinates. 
Having hierarchical relationships subordinated to functional and peer relationships. 


. Getting things done by negotiating. 


Solving problems and making decisions. 


6. Emphasizing speed and flexibility. 
7. Coaching their workers. 


4. Creating the job by developing entrepreneurial projects. 


5. Having broad cross-functional collaboration. 


SOURCE: Republished with permission of American Management Association, from. R. Horton and P. C. Reid (1991). What Fate for Middle Managers?” Management Review, 80(1), 22.© 1991. Thomas R. Horton; permission 
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64 EMERGING ORGANIZATIONAL 
STRUCTURES 


The demands on managers and on process capabilities 
place demands on structures. The emphasis in orga- 


nizations is shifting to organizing around processes. 
This process orientation emerges from the combina- 
tion of three streams of applied organizational design: 
high-performance, self-managed teams; managing 


processes rather than functions; and the evolution of 


information technology. Information technology and 
advanced communication systems have led to inter- 
networking. For example, Procter & Gamble increased 
its level of innovation by creating teams dedicated to 
conducting market research, developing technology, 
creating business plans, and testing assumptions for 
specific projects.” 

Ina study of 469 firms, deeply inter-networked firms 
were found to be more focused and specialized, less 
hierarchical, and more engaged in external partnering.”! 
Three emerging organizational structures associated 
with these changes are network organizations, virtual 
organizations, and the circle organization. 

Network organizations are weblike structures that 
contract some or all of their operating functions to 
other organizations and then coordinate their activi- 
ties through managers and other employees at their 
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headquarters. Information technology is the basis for 
building the weblike structure of the network organiza- 
tion and business unit managers that are essential to the 
success of these systems. This type of organization has 
arisen in the age of electronic commerce and brought 
into practice transaction cost economics, interorganiza- 
tional collaborations, and strategic alliances. Network 
organizations can be global in scope.” For example, the 
focus of the Canadian Forces changed with the end of 
its Afghan mission and its redeployment in other parts 
of the world. This triggered reorganization in 2011. 
Lieutenant-General Andrew Leslie. former chief of land 
staff, had the task of transforming the military's organi- 
zational structure to cope with the changing demands 
on the military.*° 

Virtual organizations are temporary network orga- 
nizations consisting of independent enterprises. Many 
dot-coms were virtual organizations designed to come 
together swiftly to exploit an apparent market oppor- 
tunity. They may function much like a theatrical troupe 
that comes together for a “performance.”* Trust can be a 
challenge for virtual organizations because it is a complex 
phenomenon involving ethics, morals, emotions, values, 
and natural attitudes. However, trust and trustworthi- 
ness are important connective issues in virtual envi- 
ronments. Three key ingredients for the development 
of trust in virtual organizations are technology that can 
communicate emotion; a sharing of values, vision, and 
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organizational identity; and a high standard of ethics.® 
Virtuality in organizations is often broken down into four 
interlocking components: geographic dispersion, elec- 
tronic interdependence, dynamic structure, and national 
diversity. 

The circle organization is a third emerging struc- 
ture, crafted by Harley-Davidson in its drive to achieve 
teamwork without teams.” The three organizational 
parts are those that (1) create demand, (2) produce 
product, and (3) provide support. The three parts are 
linked by the leadership and strategy council (LSC). 
The circle organization is a more open system than 
most and an organic structure for customer responsive- 
ness. One innovation in this organizational scheme is 
the “circle coach,” who possesses acute communica- 
tion, listening, and influencing skills so as to be highly 
respected. 

Other new structures do not fit 
these models. Precision Biologic of 
Dartmouth, Nova Scotia. was named 
one of the best employers in Canada for 
2010. The developer and manufacturer 
of medical lab products has an unusual 
hub-and-spokes organizational — struc- 
ture that de-emphasizes hierarchy and 
promotes collaboration in a working 
relationship approach that resembles a 
molecular structure (see Figure 16.9). 
More organizations will be experi- 
menting with unusual structures like this 
in order to meet demands for respon- 
siveness, flexibility, and innovation. 


Disruptive Organizational 
Designs 


The following are examples of disrup- 

tive organizational designs that can help 

organizations become efficient, innova- 

tive, adaptable, and reactive, especially during times of 
change and uncertainty. 


1. Self-management and self-organization—First 
tested in the 1960s, this design is character- 
ized by increased autonomy and responsibility of 
employees and teams for all organizational pro- 
cesses. Whole Foods and W. L. Gore are examples. 


2. Intrapreneurship—A subset of the organization 
functions autonomously from a budgetary, process, 
and operational standpoint until it gains recogni- 
tion in the marketplace, after which the unit will 
either rejoin the organization or become a separate 
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The demands placed 
on managers and on 
process capabilities 
in turn place demands 
on structures. 
Consequently, 
the emphasis in 
organizations Is shifting 
to organizing around 


processes. 


branch. Cisco used a form of this design to inject 
agility into its organization. 

Virtual ephermal structures—These are interim 
structures made up of dedicated virtual teams that 
use a collaborative platform to support promising 
niche markets and jumpstart new businesses. 


The neuroscienced organization—This design uses 
a neurocognitive approach to manage human cap- 
ital by developing an understanding of how people 
behave in unplanned situations. Success depends 
on each employee’s ability to be open-minded, 
view situations differently, and adapt accordingly. 
Juniper Networks is an example. 


. The acculturated organization—Built on the 


premise that culture isn’t created; culture hap- 
pens by focusing on operating the organization 
using practical principles of fostering 
creativity, adaptability, collaboration, 
trust, and keeping things simple. 
S7Signals, the startup that developed 
the top cloud-based project manage- 
ment platform, is an example. 


6. The transparent organization—This 
type of organization is based on the 
notion that a high degree of transpar- 
ency throughout the organization 
increases the quality of insights since 
individuals know that their contribu- 
tions will be seen. In that way, execu- 
tives support and assist lower-level 
employees instead of vice versa. HCL 
Technologies uses this design. 


~| 


. The Agora organization—More fluid 
than self-management, this perpetu- 
ally changing structure is fuelled by 
creativity and long-lasting values 
instilled by its founders. Google is the 
most well-known example.” 


§. The holocracy—‘A form of self-management that 


confers decision power on fluid teams, or “circles,” 
and roles rather than individuals.”? The best-known 
advocate for and example of a holocracy is Zappos. 
In 2015, CEO Tony Hsieh offered severance pack- 
ages to employees for whom self-management was 
not a good fit. Some recent research has shown that 
self-management works for some people in some 
organizations, but that fully adopting holocracy 
does not. For example, Medium, a social medium 
company, restructured from holocracy as the coor- 


dination costs were significant.” 
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16:7 CON S EQU E N C ES 0 F A PO 0 R ® Decision making lacks quality because information 


STR J CTU R F linkages are not providing the correct information 


to the right person in the right format. 


This chapter has identified the purposes of structure, the = The organization does not respond innovatively to a 
processes of organizational design, and the dimensions changing environment, especially when coordinated 
and contexts that must be considered in structure. In addi- effort is lacking across departments. 

tion, it has looked at forces and trends in organizational = A great deal of conflict is evident when depart- 
design. A cautionary note is important for the student of ments are working against one another rather than 
organizational behaviour. An organizational structure may working for the strategies and goals of the organiza- 
be weak or deficient. In general, if the structure is out of tion as a whole; then the structure is often at fault. 


alignment with its contextual variables, one or more of the 


; aa Second, the personality of the chief executive 
following symptoms of structural deficiency appear. ; 


may adversely affect the structure of the organiza- 


= Decision making is delayed because the hierarchy is tion. Managers’ personal, cognitive biases and polit- 
overloaded and too much information is being fun- ical ideologies may affect their good judgment and 
nelled through one or two channels. decision making.” Five dysfunctional combinations 
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Reprinted by permission of Precision Biologic. 


of personality and organization have been identified: 
the paranoid, the depressive, the dramatic, the com- 
pulsive, and the schizoid.® Each of these personality— 
organization constellations can create problems for the 
people who work in the organization. For example, 
in a paranoid constellation, people are suspicious of 


STUDY 
TOOLS 16 
IN THE BOOK YOU CAN ... 


LJ Rip out the Chapter Review card at the end of the book 
to review Key Concepts and Key Terms. 


L] Take a“What about You?” Quiz related to material in the 
chapter. 


CL] Read additional cases in the Mini Case and Shopify Running 
Case sections. 


WHAT ABOUT YOU? 


each other; hence, distrust in working relationships 
may interfere with effective communication and task 
accomplishment. In a depressive constellation, people 
feel depressed and inhibited in their work activities, 
which can lead to low levels of productivity and task 
accomplishment. 


ONLINE YOU CAN ... NELSON.COM/STUDENT 


L] Take a“What about You?” Quiz related to material in the 
chapter. 


L] Test your understanding with a quick Multiple-Choice 
Pre-Test quiz. 


CL] Read the eBook, which includes discussion points for 
questions posed in the Cases. 


L) Watch Videos related to chapter content. 


L} Use the available Flashcards and Matching Quizzes to test 
your understanding of key terms and concepts. 


L] See how much you've learned by taking a Post-Test. 


Managers of Today and the Future 


Are the roles for managers in your organization more oriented 
toward today or toward the future? (If you do not work, think 
of an organization where you have worked or talk with a friend 
about managerial roles in their organization.) 


Roles of Managers Today 


. Strictly adhering to boss—employee relationships. 
. Getting things done by giving orders. 
. Carrying messages up and down the hierarchy. 


. Performing a prescribed set of tasks according to a job 
description. 


. Having a narrow functional focus. 
. Going through channels, one by one by one. 


Controlling subordinates. 


Roles of Future Managers 


1. Having hierarchical relationships subordinated to func- 
tional and peer relationships. 
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. Getting things done by negotiating. 


. Solving problems and making decisions. 


2 
3 
4. Creating the job by developing entrepreneurial projects. 
5. Having broad cross-functional collaboration. 

6. Emphasizing speed and flexibility. 

7 


. Coaching their workers. 


Step 1. Check which orientation (today or future) predomi- 
nates in your organization for each of the following 
seven characteristics: 


Today Future 


. Boss-employee relationships 

. Getting work accomplished 
Messenger versus problem solver 

. Basis for task accomplishment 
Narrow versus broad functional focus 

. Adherence to channels of authority 


Controlling versus coaching subordinates 
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Step 2. Examine the degree of consistency across all seven 
characteristics. Could the organization make one or 
two structural changes to achieve a better alignment 
of the manager's role today or in the future? 

Step 3. Identify one manager in your organization who fits 
very well into the organization's ideal-manager role. 


MINI CASE 


What does this manager do that creates a good 
person-role fit? 

Step 4. Identify one manager in your organization who does 
not fit very well into the organization's ideal-manager 
role. What does this manager do that creates a poor 

person-role fit? 


Great Little Box Company 


obert Meggie bought the Great Little Box Company (GLBC) 
R?. 1982 from a receiver; the box-manufacturing company 
had struggled since its creation in 1981. An accountant who 
had worked in the packaging industry, Meggie started with a 
5,000 square feet plant in Burnaby and three employees: two 
machine operators and a sales representative. He himself did 
everything at the beginning from “taking orders to making 
sales calls to running one of the machines and shipping out the 
completed orders.” That first year was made more difficult by 
the tough economic recession. So Meggie approached one of 
his largest customers, a shipping-supplies firm, with a partner- 
ship offer: he would be responsible for administration and pro- 
duction and they would look after sales and marketing. They 
liked the idea and brought back a recently laid-off salesperson 
to work with GLBC. The partnership never materialized but 
the connection between GLBC and the new sales rep was so 
successful that the rep decided to stay with GLBC. This sales rep 
was a revelation to Meggie. “He upped our business 80 percent 
overnight” and taught Meggie the value of a strong sales force. 


After that first year, growth was steady. Within five years a 

sales manager was needed. Then sales and distribution offices 
were opened in Victoria (1992), Kelowna (1998), and Everett, 
Washington (1998). The head office and production facility went 
through several moves to larger quarters in the Vancouver area 
until the company finally built its own 250,000 square foot facility 
on Mitchell Island in Richmond, British Columbia, in 2006. 


GLBC’s main business is designing and manufacturing cor- 
rugated boxes and displays. The corrugated-packaging industry 
is dominated by a few large multinational companies. This 
means that GLBC cannot get the same economies of scale so 
competes on the basis of speed and customer service, turning 
orders around much faster. Striving to become a “one-stop 
shop” for customer packaging and shipping needs, GLBC has 
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also expanded its services. It established a moving supplies 
division in 2004 and a label division in 2006 (through the 
acquisition of C. Davis Enterprises’ assets). The 2007 acquisition 
of Boxster led to the creation of the folding cartons and rigid 
boxes division. While the recent recession created difficulties 
for other manufacturers, it led to opportunities for Meggie and 
GLBC. Since 2009 GLBC has acquired more companies: Parrot 
Label (which has increased.GLBC's label capabilities), Vanisle 
Packaging (making GLBC the premier packaging provider on 
Vancouver Island), and Action Box Company (making GLBC the 
lead provider of protective packaging in BC). Despite the reces- 
sion, GLBC’s revenue has increased from $30 million in 2009 

to $36 million in 2010 and is anticipated to reach $45 million 
to $50 million in 2011. In the effort to meet its one-stop-shop 
goal, GLBC now manufactures boxes of all sizes, foam protec- 
tive packaging, and folding cartons and labels, and distributes 
a full range of shipping and moving supplies. 


Meggie’s expansion of the business has been aggressive but 
careful and has involved his employees at each step of the way. 
At monthly meetings GLBC shares its corporate and financial 
information with all employees. These meetings are also forums 
for employee input and for rewarding employees. “It’s important 
to share the financials with everyone. It makes people feel more 
a part of the company ... It instils a sense of trust. Regardless 

of whether the news is good or bad, people want to know and, 
ultimately, will try harder to make the company more profitable.” 
Daily production meetings and weekly departmental meet- 

ings provide a steady flow of information with opportunities 

for employees to ask questions and give input. Meggie meets 
with everyone in the company twice a year, in small groups 

of 10 to 12. There he provides a “state-of-the-nation’ report, 
discusses issues like quality or production, and then opens up 
the meeting for questions and feedback. Strategic planning 
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meetings held every two months invite employees representing 
each department to review the plan, measure progress, share 
ideas, and make adjustments. An idea recognition program 
gives monetary rewards to employees who submit ideas to 
improve a work process or resolve a problem. GLBC supports 
teamwork through its profit-sharing plan, paying out 15 percent 
of its profit monthly, with all eligible employees receiving the 
same amount regardless of their position or wage rate, whether 
they are truck drivers or plant supervisors. 


GLBC now has over 200 employees. Most of its clients are in BC 
and there is a lot of potential growth in the state of Wash- 
ington. There are no plans to expand beyond this western 
region. GLBC has been on Maclean's Top 100 employers each 
year between 2005 and 2017. 
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SOURCES: Leadership and Management Development Council of British Columbia, “Great Little Box 
Company: A team approach to success,’ December 2005, 

http://www. leadershipmanagement.bc.ca/pdf/GreatLittleBox_Company_£ng%5B1%5D.pdf, 

accessed December 31, 2010; 8. Morton, “Recession can't box in Richmond firm’s growth,” Vancouver 

Sun, September 15, 2010, http://www.vancouversun.com/business/Recession+Richmond-+firm+gr 
owth/3526982/story.html, accessed December 31, 2010; Great Little Box company — History, http://www 
.greatlittlebox.com/about/history/, accessed December 31, 2010; R. Yerema & K, Leung, Great Little Box 
Company, http://www.eluta.ca/top-employer-great-little-box-company, accessed December 31, 2010. 


Apply Your Understanding 


1. Apply the concepts of differentiation and integration to 
this case. 


2. Describe the idea of “fit” between structure and people. 
Discuss what types of people you see as “fitting” the GLBC 
structure and why. 


3. Discuss where GLBC seems to be in its life cycle. 
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SHOPIFY 


SHOPIFY’S GLOBAL STRUCTURE 


Shopify’s board of directors consists of six people, including 
the CEO, Tobi Lutke. The board has a lead independent 
director whose responsibilities include helping the board to 
follow good governance practices in meeting its obligations 
which are described in the board's charter. The six each sit 
on at least one of the board's committees, i.e., the compen- 
sation, the audit, and the nominating/governance commit- 
tees. The leadership team consists of nine people. In addition 
to the CEO, there is the chief operating officer; chief product 
officer; chief financial officer; chief marketing officer; general 
counsel; and senior vice-presidents of human relations, engi- 
neering, and support. 


Shopify has a global structure. Under Shopify Inc, there are 
four key units: Payments Canada, Shopify US, Shopify Ireland, 
and Shopify Holdings US. Shopify Holdings includes US Data 
Processing and Payments. 


Shopify has its own code of conduct that applies 
to everyone in the organization. It states that 


P—~ 
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RUNNING CASE 


everyone—including contractors—must read, under- 
stand, and act on the organization's code. Shopify will 
provide training about its code so that there is no misun- 
derstanding about its content. As well, Shopify has a “no 
asshole” rule. (In 2007, Robert Sutton first addressed the 


issue of assholes in his important book, The No Asshole Rule: 


Building a Civilized Workplace and Surviving One That Isn't. 
Sutton comments the most important reason he wrote the 
book is “that demeaning people does terrible damage to 
others and to their companies.” He goes on to note that 
even winners who are assholes are still assholes!) In short, 
Shopify expects everyone to work in the interests 

of Shopify. 


Apply Your Understanding 


1. Is the size of the board too small for the company? 


2. As Shopify grows, what structural changes would you 
expect and why? 


3. How can Shopify enforce its code of condu 
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LEARNING OUTCOMES 


After reading this chapter, you should be able to do the following: 


Identify the major external and internal forces for change in 
organizations. 


Describe how different types of change vary in scope 


Discuss methods organizations can use to manage 
resistance to change. 


Explain Lewin’s and Kotter's organizational change models. 


Explain how companies determine the need to conduct an 
organizational development intervention. 


Discuss the major group-focused techniques for 
organization development intervention. 


Discuss the major individual-focused techniques for 
organization development intervention. 


See the end of this chapter for a list of available Study Tools, a 
“What about You?” Quiz, Mini Case, and the Shopify Running Case 


Nick Page/Shutterstock.com 


FORCES FOR CHANGE IN 
ORGANIZATIONS 


Change has become the norm in most 
organizations. Many Canadian companies 
have experienced plant closings, busi- 


ness failures, mergers and acquisitions, Managers must 


or downsizing. Adaptiveness, flexibility, 


and responsiveness are characteristics be prepared to 


of the organizations that will succeed in 
meeting the competitive challenges.’ In 


CT 


handle both planned 


change! In the WorkOut sessions, employees recom- 
mend specific changes, explain why they are needed, 
and propose ways the changes can be 
implemented. Top management must 
make an immediate response: an approval, 
a disapproval (with an explanation), or 
a request for more information. The 
GE WorkOut sessions try to eliminate 
the barriers that keep employees from 
contributing to change. Even so, GE 


the past, organizations could succeed by and unplanned is struggling in 2018 and is engaged in 


claiming excellence in one area—quality, 
reliability, or cost, for example—but this 


large-scale change efforts.° 


forms of change in There are two basic forms of change 


is not the case today. The current envi- organizations. in organizations. Planned change 


ronment demands excellence in all areas 
and vigilant leaders. A recent survey of 
CEOs who were facing crises found that 
50 percent of them said they believed the 
problems arrived “suddenly” and that they had not pre- 
pared adequately for them. More than 10 percent said 
they were, in fact, the last to know about the problems.” 
a norm, and yet successful 
; an be e e. § ate that 50 to 75 per-’ 
—— fail their pram objectives and the 
success rate of large-scale change interventions is at best 
pereent.® 
As we saw in Chapter 1, change is what’s on man- 
agers minds. The pursuit of organizational effective- 


cent of 


ness through downsizing, restructuring, reengineering, 
productivity management, cycle-time reduction, and 
other efforts is paramount. Organizations are in a state 
of turmoil and transition, and all members are affected. 
Continued downsizings may have left firms leaner but 
not necessarily richer. Though downsizing can increase 
shareholder value by better aligning costs with revenues, 
firms may suffer from public criticism for their actions. 
a a fi! by increases 


employees with ne financial suecess of owners and 

management.* 
Organizations must also deal with ethical, environ- 
mental, and other social 


planned change Change issues. Competition is 
resulting from a deliberate fierce, and companies can 
decision to alter the organization. no longer afford to rest 
unplanned | on their laurels. General 


change Change that is Mecme (GE) holds off- 


imposed on the organization and site WorkOut sessions with 
is often unforeseen. 
groups of managers and 
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results from a deliberate decision to 
alter the organization. Organizations that 
wish to move from a traditional hierar- 
chical structure to one that facilitates 


self-managed teams, for example, must use a proactive, 
carefully orchestrated approach. Unplanned change 
is en on the Ongar tO and is often aS 


BGT IN, ence are —rrplened loa 
to unplanned change requires tremendous flexibility and 
adaptability on the part of organizations. Managers must 
be prepared to handle both planned and unplanned 
forms of change in organizations. 

Forces for change can come from many sources. 
Some of these are external, arising from outside the 
organization, whereas others are internal, arising from 
sources within. 


External Forces 


The four major managerial challenges we have described 
throughout the book are major external forces for 
duaee Globalization, worktorce diversity, technological 
change, and managing ethical behaviour are challenges 


that often precipitate change in organizations. 


GLOBALIZATION Globalization brings the opportu- 
nities of new markets, the threat of new competition, 
and the necessity of adaptive response. Canadian busi- 
nesses have been affected in varying ways. The Cana- 
dian clothing industry has seen huge job losses.® Even 
there, the survivors are the ones that learned to play the 
global game. Gildan Activewear Inc., headquartered in 
Montreal, strategically anticipated the changing global 
competition and searched out the various trade agree- 
ments to place its plants where they could ship duty-free 
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into North America, the EU countries, and Australia. 
The combination of advanced technology and relatively 
low wages in Honduras, Dominican Republic, Haiti, 
Mexico, and Nicaragua has meant Gilden has been able 
to survive the threat from low-cost Chinese labour” 
Canadian industries based in knowledge or commodities 
have also done well in the new economic circumstances. 
For example, Montreal-based CGI Group is one of the 
world’s largest independent IT and business process ser- 
vices firms, employing 26,000 people around the world.* 
Also based in Montreal, SNC-Lavalin remains one of the 
world’s largest engineering companies, even though its 
reputation was hurt by its 2013 bribery scandal. Global- 
ization means its expertise now finds wider markets. 

Tube-Mac. out of Stoney Creek, Ontario, wanted 

to take its nonwelded hydraulic piping systems global, 
but to do so had to earn new certifications. such as those 
from Lloyd's Registry, Ameri¢an Bureau of Shipping, 
and Chinese Classification Society. Tube-Mac built a 
test lab in Ontario and invited the associations to audit 
its product testing.’ The company hasn't looked back. 
Gllonsingt Sembee soba oppor rather than let 
; yuires a ditterent mindset./ 

Industries Ltd.. demonstrates 
posse and soaring 
Canadian dollar suggested he should lav off staff at his 
natural gas equipment companv in Chilliwack, BC, he 

chose to “rethink the semeunaiaai dramatically lower the 
osts and get aggressive and go after the global market 
— = ways” IMW invested in redesigns and 
more efficient machinery instead of downsizing, bought 
a larger factory in Chilliwack, built another in China, and 
aggressively marketed to developing markets. “Pack your 
Pepto Bismol, get on a plane and meet the people. The 


world is full of good people eager to do business with 
»Y] 


Canadian companies. 


WORKFORCE DIVERSITY Related to globalization is 
the challenge of workforce diversity. As we have seen 
throughout this book, workforce diversity is a powerful 
force for change in organizations. Changes in Cana- 
dian demographics mean the labour force is aging and 
becoming more culturally diverse. Census figures from 
2016 show that the Canadian workforce has slipped into 
middle age, with a median age of 42.6.’ Population pro- 
jections indicate that Canada may have more people at 
the age where they can leave the labour force than at 
the age where they can enter it.’ Labour shortages are 
“pliable 2 5 2.5 norte of entrepreneurs." Statisties 
Canada predicts su stantial increases in the number of 
foreign-born and visible-minority citizens in metropol- 
itan areas, For example, from 2006 to 2031, it predicts 
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IN ACTION 


ieee began as CJRT.FM, and was an early innovator in pro- 
viding strong jazz, blues, and soul playlists and educational 
programming. It started in 1949 and evolved from a university 
radio station to a stand-alone registered charity relying on 
donations for its revenue. However, Jazz.FM has found itself 
embroiled in controversy. A group known as the Collective, 
a mix of 13 past and present on-air and behind-the-scenes 
employees, wrote a letter to the board making allegations 
of sexual harassment against CEO Ross Porter. The Collective 
accused Porter of creating a culture of “us-versus-them man- 
agement style, a climate of fear and intimidation, and a lack 
of vision in programming and day-to-day operations at the 
station.’ Soon after an independent review, Porter resigned but 
continues to host a radio show. 

The controversy shows no sign of abating and the fallout 
of this unplanned change is considerable. Revenues are down, 
as are the number of shows and artists. Jazz.FM expects to lose 
several hundred thousand dollars by the end of 2018. Further, 
its donors are angry and are trying to replace the board. Marie 
Slaight is one of the donors attempting to have the entire board 
replaced but was not successful at the radio station's annual 
general meeting in August 2018. According to the interim CEO, 
Charles Cutts, three large for-profit corporations have expressed 
interest in forging some sort of relationship with Jazz.FM. 


SOURCES: D. Vincent, “Jazz.FM Workers Say the CEO Harassed Them. Now, They're 
Accused of Plotting a Coup,’ The Spec, July 29, 2018, https://www.thespec.com/ 
whatson-story/8768841-jazz-fm-workers-say-the-ceo-harassed-them-now-they- 
re-accused-of-plotting-a-~coup/, accessed August 31,2018; D. Vincent,Angry Donors Pack 
Jazz.FM Meeting amid Corporate Interest in Deal with Station,’ Toronto Star, August 31, 
2018, https://www.thestar.com/news/gta/2018/08/31/angry-donors-pack-jazzfm 
-meeting-amid-corporate-interest-in-deal-with-station.html, accessed August 31, 2018. 


the percentage of visible minorities in Ottawa will rise 
from 19 percent to 36 percent, in Calgary from 22 per- 
cent to 38 percent, and in Toronto from 43 percent to 63 
percent.” Current statistics on Toronto show a surpris- 
ingly rich multicultural diversity. Residents come from 
over 200 distinct ethnic origins. Toronto is home to 20 
percent of all immigrants living in Canada and 23 percent 


provide an example of the benefits and complexities of 
this diversity for employers. Immigrant groups provide a 
large source of potential labour that meets the needs of a 
diverse group of customers. Also, new market segments 
are attracted to culturally diverse hotels. However, cul- 
tural groups tend to cluster in certain departments, 
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which can lead to communication problems and conflict 
and can create less incentive for the employees to learn 
English. These concentrations are counterproductive to 
diversity goals. Differences in cultural styles have impli- 
cations for management, since subordinates with varying 
degrees of power distance (see Chapter 2) interact differ- 
ently with their supervisors. Differences in behavioural 
style also influence how the employees get along."’ The 
hotels have learned that providing “English as Another 
Language” courses, paying for at least partial attendance, 
and rewarding successful completion leads to a more 
skilled and flexible immigrant workforce. Fostering a 
culture that is psy and supportive also helps. 

any Canadian companies are taking steps to wel- 
octitmemeerne new Canadians. For example, Cana- 
dian Imperial Bank of Commerce was selected as one of 
the Best Employers for New Canadians because of its 
initiatives. These include providing career-track intern- 
ships for foreign professionals, hiring newcomers with 
international credentials in finance through a five-week 
job readiness training program, participating in a unique 
“speed mentoring” program where new Canadians meet 
one-on-one with employee mentors, and seeking out 
immigrant job seekers through job fairs, online channels, 


information sessions, and partnerships with community 
organizations. '® 


TECHNOLOGICAL CHANGE Rapid technological inno- 
vation is another force for change in organizations, and 
those that fail to keep pace can quickly fall behind. Pres- 
sures to remain competitive push organizations to find 
cost savings and improve productivity where possible. 
Table 17.1 describes some significant changes brought 
in by General Motors of Canada and their impact on the 


s 
FACT 


ious “Englishes” such as Indian and Singaporean ones. 


i bs Oxford English Dictionary 
(OED), one of the best-known 
resources in the world, turned 
90 years old in 2018. In 2000, the 
GED was ta 


‘lie? oni ig 


Started to record words from var- 


Traditional dictionaries are under threat of obsolescence 
as more and more users go to online sources to learn about 


words. To stay current, the OED updates its word list every three 
months. Here are some recent additions to the OED: (1) twerk 
added in 2015, (2) retweet added in 2015, (3) femcee added 
in 2012, and fepak added in 2016; it means to hang out in 
Singaporean and Malaysian English. 


SOURCES: H. Richler, ‘The Last Word,’ The Globe and Mail, September 1, 2018, . 8 and“A Modem Dictionary,’ ibid, 
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SIGNIFICANT TECHNOLOGICAL CHANGES 


AT GM CANADA (MID-1800s—1970s) 


DATES 
Mid-1800s—1918 


INNOVATION 


Robert McLaughlin 
opened a carriage 

plant in Oshawa 

to build sleighs for 
farming 


IMPACT 


Set quality standard 
of “one grade only 
and that is the best” 


1901 McLaughlin's sons 154 cars, named 
convinced their father McLaughlins with 
to build a horseless Buick engines, built in 
carriage 1908 in Oshawa 

1915 McLaughlin sold his Superior finish for 
carriage business to cars developed by 
make way for produc- McLaughlin plant 
tion of Chevrolets 

1918-1972 Family business soldto GM Canada became 


GM but McLaughlins 
continued as execu- 
tives 


major contributor 
to GM 


SOURCE: Detailed GM History, History of GM Canada, 
http://www.gm.ca/gm/english/corporate/about/ourhistory/detail. 


design and quality of cars. The idea of the car has changed 
from that of a rural horseless carriage to an urban vehicle 
that transports people between cities.’ Agreements such 
as the North American Free Trade Agreement and gen- 
eral worldwide tariff reductions resulted in greater com- 
petition which, in turn, requires greater technological 
innovation. Canadian Pacific Railway (and many Cana- 
dian companies) has been dramatically altered, acceler- 
ating the pace of change.” 

Technological innovations bring about profound 
change because the innovation process promotes asso- 
ciated changes in work relationships and organizational 
structures.*' The team approach to innovation adopted 
by many organizations leads to flatter structures, decen- 
tralized decision making, and more open communication 
between leaders and team members. 


MANAGING ETHICAL BEHAVIOUR Recent scandals 
have brought ethical behaviour in organizations to the 
forefront of public consciousness. Ethical issues, how- 
ever, are not always public and monumental. Employees 
face ethical dilemmas in their daily work lives. The need 
to manage daily ethical behaviour has brought about 
several changes in organizations. Most centre around 
the idea that an organization must create a culture that 
one eaces ethical behaviour. 

public companies issue annual financial reports. _; 
eal a step further by issuing an-annual 
ethics report. The clothing industry is almost synony- 
mous with the use of sweatshops, but what sets Gap apart 
is its candid admission that none of its 3,000 suppliers 
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fully complies with the firm’s ethical code 
of conduct. But rather than retreat from 
these problems, Gap has chosen to work 
with its suppliers to improve conditions 
overseas. The firm has more than 90 full- 
time employees charged with monitoring 
supplier operations around the world.” 
The annual report includes exten- 
sive descriptions of workers’ activities, 
including which factories were monitored, 
violations that were found. and which fac- 
tories are no longer used by Gap because 
of the violations. It also addresses media 
reports critical of Gap and its operations. 
Gap tries to improve worker condi- 
tions by providing training and encour- 
aging suppliers to develop their own 


cofinee codes. For example’ in China. 
it has encouraged lunchtime sessions in 
which workers are advised of their rights. 
While most facilities respond positively to 
these efforts, some don’t, and Gap pulled 
its business from 136 factories it concluded were not 
going to improve. It also terminated contracts with two 
factories that had verifiable use of child labour. Gap’s 
approach to overseas labour offers a model for other gar- 
ment firms.” 

The Canadian Centre for Ethics and Corporate 
Policy notes many specific steps that an organization 
can take to guide ethical behaviour in addition to the 
code of conduct. These include ethics training, creating 
decision aids for likely ethical dilemmas, appointing an 


ethics officer or ombudsperson, and creating a protected 

whistle-blowing program.” For example, Magna Inter- 

Tren ‘the automotive > ae * TT aaa 
nod Bi: ‘i 


Adult workers in a garment factory. 
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Society expects 
organizations to 
maintain ethical 
behaviour both 
internally and in 
relationships with 
other organizations, 
as well as with 
customers, the 
environment, and 


society. 
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Stakeholders are encouraged to use this 


a practices.”’. 


‘al communications tool to’ 
t any concerns about questionable 


ociety expects organizations to. 


maintain ethical behaviour both internally 


tions, as well as with customers, the envi- 
ronment, and society. These expectations 
may be informal, or they may come in the 
form of increased regulation. In addition 
to the pressure from societal expectations, 
legal developments, changing stakeholder 
expectations, and shifting consumer 
demands can also lead to change.” And 
some companies change simply because 
others are changing.*’ Other powerful 
forces for change originate from within 
the organization. 


Internal Forces 


Pressures for change that originate inside 
the organization are generally recognizable. A decline 
in effectiveness is a pressure to change. A company that 
experiences its third quarterly loss within a fiscal year is 
undoubtedly motivated to do something about it. Some 
companies react by instituting layoffs and massive cost- 
cutting programs, whereas others look at the bigger 
picture, view the loss as symptomatic of an underlying 
problem, and seek the cause of the problem. 

A crisis may also stimulate change in an organization. 
Strikes or walkouts may lead management to change the 
wage structure. The resignation of a key decision maker 
may cause the company to rethink the composition of its 
management team and its role in the organization. 

Changes in employee expectations can also trigger 
change in organizations. A company that hires a group 
of young newcomers may find that their expectations are 
very different from those expressed by older workers. 
The workforce is more educated than ever before. 
Although this has its advantages, workers with more 
education demand more of employers. Today's workers 
are also concerned with career and family balance issues, 
such as dependant care. The many sources of workforce 
diversity hold potential for a host of differing expecta- 
tions among employees. 

Changes in the work climate at an organization 

can also stimulate change. A workforce” that seems 
lethargic, unmotivated, and dissatisfied is showing 
symptoms of larger problems that must be addressed. 
Such symptoms are common in organizations that have 
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and in relationships with other organiza-— 
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incremental change 

Change of a relatively small 
scope, such as making small 
improvements. 


Strategic change Change 
of a larger scale, such as 
organizational restructuring. 


transformational 

change Change in which 

the organization moves to a 
radically different, and sometimes 
unknown, future state, 


Se 


IN ACTION 


n response to market pressures, McDonald’s Europe has 
Lieserient several socially responsible business practices. 
The company buys all of its coffee from the world’s poorest 
farmers and from farms sanctioned by the Rainforest Alliance. 
McDonald's Europe mostly buys locally raised beef and meat 
that is not genetically altered. The chain has also introduced 
more organic products to its menu. Surprisingly, a large chicken 
nuggets and French fries in the United States contains almost 
ten times the trans fat as the same meal in Denmark, so 
McDonald's Europe committed to matching Denmark’s trans 
fat content throughout the organization. Such proactive strate- 
gies to addressing change have made McDonald's Europe very 
profitable. 


SOURCE: K. Capell, “McDonald's Offers Ethics with Those Fries,” BusinessWeek, 
January 9, 2007, http://www.businessweek.com/ globalbiz/content/jan2007/ 
gb20070109_958716.htm. 


m ‘or those who have lost their jobs and may 
find it hard to continue to be productive. They may fear 
that they will be laid off as well, and many feel insecure 
in their jobs. 


(>) THE SCOPE OF CHANGE 


Change can be of a relatively small scope, such as a 
modification in a work procedure (an incremental 
change). Such changes are a fine-tuning of the organi- 
zation. Schweitzer-Mauduit Canada, a flax straw pro- 


cessing company, is receiving financial support from 
the federal and Manitoba governments to upgrade and 

expand its plants in Winkler 
Manitoba. 
With this new equipment, 


and Carman, 


it will be able to produce a 
line of renewable, sustain- 
able biomaterials to serve 
the growing bio-economy, 
expanding its current busi- 
ness.*> While radical change 
is more exciting and inter- 
esting to discuss, much 
research on change has 
focused on evolutionary 


PART 4: Organizational Processes and Structures 


‘Tete layoffs. Workers who have escaped a layoff 


(incremental) rather than revolutionary change.” 
Change can also be of a larger scale, such as the restruc- 
turing of an organization (a strategic change).” In 
strategic change, the organization moves from an old 
state to a known new state during a controlled period of 
time. Strategic change usually involves a series of tran- 
sition steps. For example, Sleep Country, while being 
challenged by Casper and Endy, continues to grow 
incrementally by adding 10 to 12 stores each year. Sleep 
Country was once “... the original disrupter in the mat- 
tress industry.” 

The most massive scope of change is 
transformational change, in which the organi- 
zation moves to a radically different, and sometimes 
unknown, future state.” T change, 
the organization’s mission, culture, goals, structure, 


and leadership may all change dramaticallv.*’ Several 


industries are undergoing transformational change 
due to the Internet, including financial services, pub- 
lishing, and the music industry. The digital environ- 
ment, easy access to inexpensive recording equipment, 
ease of distribution through the Internet, widespread 
practices of illegal copying, and the new ways in which 
audiences access music mean that the power of the 
major record companies has been challenged. They 
cannot stop the technological developments and must 
design a business model that responds appropriately 
to the new environment. Record labels are trans- 
forming themselves from vendors of physical goods 
to licensors of digital media.* The organization must. 
shift from a command and control approach focused 
on low costs to a loop of connections and collabora- - 
tion with consumers and partners. 

One of the toughest decisions faced by leaders is 
the proper pace of change. Some scholars argue that 
rapid change is more likely to succeed, since it creates 
momentum,” while others argue that these short, sharp 
changes are actually rare and not experienced by most 
firms.” Still others observe that change in a large organi- 

zation may occur incrementally in parts of be Eb and 
quickly in oe in aaa : 
the pace o ns afta eee Waite 
aguae.on Reena is ost apie q 
ery little long-term research has looked at re 
over a significant time period. One 12-year study looked 
at change in the structure of Canadian National Sports 
Organizations (NSOs). It found that within NSOs, 
radical transition did not always require a fast pace of 
change. It also found that successful transitions often 
involve changing the high-impact elements of an orga- 
nization (in this case, their decision-making structures) 
early in the process.*° 


The Change Agent's Role 


The individual or group that introduces and manages 
change in an organization is known as a change agent. 
Change agents can be internal, such as managers or 
employees who are appointed to oversee the change 
process. 

Internal change agents have certain advantages in 


managing the aitnye process. They know the organiza: 


tion's past history, its political system, and its culture. 
Because they must live with the results of their change 


efforts, internal « change agents are likely to be very eral 

about managing change. There are disady: antages, how- 
ever, to using internal change agents. They may be asso- 
ciated with certain factions within the organization, be 
accused of favouritism, or be too close to the situation to 
have an rigorous view of what needs to be done. 


Change leaders within organizations tend to be cre- 


ative people with positive self-concepts and high risk 
to! “ In fact, a study of Israeli firms found that 


risk aversion and self-centredness in leaders are both ° 


associated with resistance to change and, consequently, 
organizational decliné.*” A transformational leadership 
style is particularly effective at gaining employee com- 
mitment to a change when the impact on employees 
is high.’ A high number of change leaders are women 


such as Mary Barra of GM. Change managers are more 


flexible than ordinary general managers and much more 
people-oriented. Using a balance of technical and inter- 
personal skills. thev are tough decision makers who focus 
‘on pertormance results. They also know how to energize 
people and get them aligned in the same direction. In 
addition, they have the ability to operate in more than 
one leadership style and can shift from a team mode to 
command and control, depending on the situation. They 
are also comfortable with uncertainty.“ If change is large 
scale or strategic in nature, it may take a team of leaders 
to make change happen. A team assembling leaders with 
a variety of skills, expertise, and influence that can work 
together harmoniously may be needed to accomplish 
change of large scope.” 

External change agents bring an outsider’s objec- 
tive view to the organization. They may be preferred 
by employees because of their impartiality. When an 
organization wants a newapproach/ and a fresh perspec- 
tive,| it is important that it choose a change leader who 
has no psychological connection to the previous deci- 
sion maker(s). In Chapter 7 you learned that one way in 
which to minimize escalation of commitment is to sepa- 
rate project decisions so different people make the deci- 
sions at different stages. However, intriguing research 
has recently demonstrated that if the subsequent 
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decision maker has any psychological connection to that 
initial person, they are likely to get trapped in repeating 
and justifying that person’s errors. This suggests that 
an internal change leader may be unconsciously tied to 
the previous leader's actions. Perhaps only an outsider 
can truly make a clean break with the past.“° External 
change agents face certain problems, however; not only 
is their knowledge of the organization's history limited, 
but they may also be viewed with suspicion by organiza- 
tion members. External change agents have more power 
in directing changes if employees perceive the change 
agents as being trustworthy, possessing important exper- 
tise, having a track record that establishes credibility, and 
being similar to them.” 

Different change agent competencies are required 
at different stages of the change process. Leadership; 
communication, training, and participation have varying 
levels of impact as the change proceeds, meaning change 
agents must be flexible in how they work through the 
different phases of the process. Effective change 
leaders build strong relationships within their leadership 
team, between the team and organizational members, 
and between the team and key environmental players. 
Maintaining all three relationships simultaneously is 
quite difficult, so successful leaders are continually “cou- 
pling” and “uncoupling” with the different groups as the 
change process proceeds. Adaptability is a key skill for 
both internal and external change leaders.” 


© > RESISTANCE TO CHANGE 


Resistance to change is an expected human response. As 
Mark Smith, a change specialist at KPMG Canada says, 
“Nobody likes change except a wet baby.”® The resis- 
tance can be quite rational, motivated by self-interest or 
by the best interests of the organization. A change that 
seems the exciting start of something new for the change 
leader can mean an end to the employee—an end to the 
way he or she is used to doing things; The change pro- 
posal can be interpreted as indicating that the employee 


was somehow failing.’ 

Employee resistance is a natural response, sO pre- 
venting it is unlikely. Instead, knowing resistance will 
ocenr, organizations need to deal with it and work toward 
gaining employee commitment and support for the change. 
Employees emotionally opposed to a change may not only 
undermine the change imple- 
mentation but also are likely 
to withdraw and lose trust in 
both management and the | ga, ae ivan Organon 
organization.” 
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change agent The individual 
or group that undertakes the task 
of introducing and managing a 


By) 


Major Reasons People Resist Change 


There are several common reasons people resist change. 
They include the following. 


FEAR OF THE UNKNOWN Change often brings with it 
substantial uncertainty. Employees facing a technolog- 
ical change may resist the change because it introduces 
ambiguity into what was once a comfortable situation 
for them. We know from Chapter 6 how stressful uncer- 
tainty is. Research shows that employees who feel uncer- 
tain because the change seems poorly planned or there 
seems to be a high frequency of changes have lower job 
satisfaction and are more likely to consider quitting.” 


FEAR OF LOSS Some employees may fear losing 
their jobs with impending change, especially when 
an advanced technology like robotics is introduced. 
Employees may also fear losing their status because 
of a change.“ Computer systems experts, for example, 
may feel threatened when they feel their expertise is 
eroded by the installation of a more user-friendly net- 


worked information system. Another common fear is. 


that changes may diminish the positive qualities the indi- 
the job. 


FEAR OF FAILURE Some employees fear changes 
because they fear their own failure. Employees may 
fear that changes will result in increased workloads or 
increased task difficulty, and subsequently may question 
their own competencies. They may also fear that per- 
formance expectations will be elevated following the 
change, and that they may not measure up.” 
Anticipating that a change ( even a positive one) 


will increase demands is quite justified. A study of over 


a ATE showed that organizational 
ess, principally through increasing’ 


natter how well the change was imple- 
nin the change was.” Employees 
resist even changes with favourable outcomes if they 
require significant personal adaptation.”’ 


DISRUPTION OF INTERPERSONAL RELATION- 
SHIPS Employees may resist change that threatens 
tear ET interpersonal relationships on the 
jobe Librarians facing automation feared that once the 
computerized system was implemented, they would not 


be able to interact as they did when they had to go to 
another floor of the library to get help finding a resource. 


PERSONALITY AND JUSTICE ISSUES When the 
change agent's personality creates negativity, employees 


may resist the change. A change agent who appears; 
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pee PEER TENET Resistance to — 
can also derive from a perception that the outcomes are 
unfair or the way it is being implementedas*unfain” In 
fact, resistance can arise long before the change from the 
simple anticipation that it will not be handled fairly, based 
on employees’ past experiences with management.” 


POLITICS Organizational change may also shift the 
existing Beto armerascaneareMion Individuals 


or groups empowered under the current arrangement 
may be threatened with losing these political advantages 
in the advent of change. 


CULTURAL ASSUMPTIONS AND VALUES Sometimes 
cultural assumptions and values can be impediments to 
change, particularly if the assumptions underlying the 
change are alien to employees. Other times, employees 
might interpret strategic change initiatives from the 
standpoint of the organization’s value system and ide- 
olegtes of the ee team. ic 


‘S35 Pensttitepnahemnmaemeammmmtaassslses 
How well an employee's values match those of the orga- 
nization during change influences the emplovee’s per- 
ceptions of how well they fit into that organization.” 
Resistance based on cultural values can be very difficult 
to overcome because some cultural assumptions are 


unconscious. As we discussed in Chapter 2, some cul- 


tures tend to avoid uncertainty. nae 


We have described several sources of resistance to 


change. The reasons for resistance are as diverse as the 
workforce itself and vary with different individuals and 
organizations. The challenge for managers is introducing 
change in a positive manner and managing employee 
resistance. 


Managing Resistance to Change 


The traditional view of resistance to change treated it 
as something to be overcome, and many organizational 
attempts to reduce the resistance have served only to 
intensify it. The contemporary view holds that resistance 
is simply a form of feedback and that this feedback can 
be used very productively to manage the change process.*! 
One key to managing resistance is to plan for it and to be 
ready with a variety of strategies for using the resistance as 
feedback and helping employees negotiate the transition. 
Three key strategies for managing resistance to change are 
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Appropriateness: The desired change is right for the 
organization. 

Discrepancy: We need to change. 

Self-efficacy: We have the capability to successfully change. 

Personal valence: _ It is in our best interest to change. 


Principle support: Those affected are behind the change. 


SOURCE: A. A. Armenakis and A. G. Bedeian, "Organizational Change: A Review of Theory and Research in the 
1990s," Journal of Management 25 (1999): 293-315. 


communication, participation, and empathy and support.” 
Table 17.2 highlights some of the key elements of an effec- 
tive change message. The messages need to be adapted 
to employees at different levels in the organization. 
Much of the previous resear ch done on resistance 
to change assumes that those who resist encourage dys- 
function. In a recent study, researchers found that resis- 
tance to change can, in fact, be a valuable organizational 
resource-on. three levels: existence, engagement, and 
strengthening. 


1. Existence: While it is often difficult to disseminate 
new ideas, resistance provides an opportunity to 
repeat, clarify, and keep a change topic or idea in 
existence long enough to garner support. 

2. Engagement: Individuals who resist are typically 
more invested in a change’s impact. Change agents 

» should listen to engaged individuals and consider 
altering the pace, scope, or sequencing of the 
change based on their arguments. 

3. Strengthening: Countering resistance effectively 
may actually be beneficial to the change process. 
Resistance can strengthen communication and 
participation, which often leads to better working 


pgssorshinss 


empleo eet! The det ails mn 
equally importantly, the rational change should be 
provided, lk Riri pres 
vent unfounded fears and potentially damaging rumours 
from developing, Conversely, announcement delay and 
witholding information can serve to fuel the rumour 
mill. Open communication in a culture is a key 
ingredient for successful change.” Managers should pay 
attention to the informal communication networks in an 
organization because they can serve as power channels for 
disseminating change-related information.” All employees 
(especially those high in organizational identification) want 
information about a change that will affect them—not only 
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what will happen and why but also how the change will be 
implemented.” This will influence their perception of fair- 

ness and reduce feelings of uncertainty, A study looking 
at employees voluntarily adopting a new self-service tech- 

nology found that, before the change, information on ease 

of use affected their support for the change. Both before’ 
and after the change, information on the usefulness of the 
change was important to get support. In a merger situa- 
tion, the information provided in realistic merger previews 

can help employees prepare for the change, giving a greater 

sense of certainty and control and reducing the stress. A 

change message gives the manager the opportunity to 

influence employee perception of the change, to see it as 

an opportunity rather than a threat,” to see the benefits 

in the change, and to have confidence in dealing with the 

change.” 

There is substantial research support underscoring 
the importance of participation in the change process. 
Employees must be engaged and involved in order for 


change to work—as supported by the notion “Thatwhich 
we'ereate, we support.’ Participation helps employees — 


become involved in the change and establishes a feeling 
of ownership in the process. It also guarantees they will 
become more informed on the what, how, and why of the 
change, thereby reducing uncertainty. 

Another strategy for managing resistance is to 
provide empathy: and support to employees who have’ 
trouble dealing with the change. Active listening is an 
excellent tool for identifying the reasons behind resis- 
tance and for uncovering fears. An expression of concern 
about the change can provide important feedback that 
managers can use to improve the change process, Emo- 
tional support and encouragement can help an employee 
deal with the anxiety that is a natural response to change. 
Supportive leadership actually changes employee per- 
ceptions of the change so they experience less uncer- 
tainty, less frequency of change, and a greater sense that 
the change is well planned.” 

Management patience is an important aspect of sup- 
port. Relapses are typical. People often slide back into 
old habits several times before they maintain the new 
behaviour.” The stress of a change affects management 
as well as employees, and supervisors may not always 
feel up to supporting their employees. In fact, research 
indicates that middle managers tend to withdraw during 
large-scale change processes in an attempt to get the sit- 
uation under control for themselves."* Managers respon- 
sible for downsizing often engage in avoidance tactics 
to avoid needy or upset employees.” Yet manager avail- 
ability is a key component in an effective change man- 


agement process." 
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unfreezing The first step in 
Lewin’s change model, in which 


FORCE-FIELD ANALYSIS OF A DECISION TO ENGAGE IN EXERCISE 


Forces for change 
Weight gain 


Minimally passing 
treadmill test 


Feeling lethargic 
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The employee-supervisor relationship in general 
is critical to how the employee reacts to a specific 
change. In a high-quality relationship, the employee 
is more accepting of supervisor change influence 
tactics, believing they must be justified. In a poor- 
quality relationship, the employee is more suspicious 
and resistant.” Past experience with a supervisor 
shapes employee expectations of how fairly a change 
will be handled and colours their actual experience of 
fairness when the change occurs.” When employees 
trust their supervisors, it serves as a social support 
mechanism and they are more committed to the 
organization even if they feel they can’t control the 
change process.” 

These approaches to managing change have actu- 
ally been made into law in Norway. The Working Envi- 
ronment Act, implemented in Norway in 2006, ensures 
the rights of employees during a reorganization process. 
In a reorganization that involves significant changes to 
employees’ working situation, the employer must ensure 
provision of necessary information to employees, partici- 
pation of the employees in the process, and competence 
development to meet the requirements of a fully satis- 
factory working environment,* Sponsored research to 
guide the labour inspection authorities in dealing with 
these change situations found that a healthy change 
process cannot prevent adaptation demands but it can 

reduce stress and increase 


perceptions of — support 


Forces for status quo 


No exercise facility 


Spouse/partner nates 


LEWIN'S 
MODEL FOR 
MANAGING 
CHANGE 


Kurt Lewin developed a 
model of the change pro- 
cess that has stood the test of 


time and continues to influ- 


Lack of time 


at work 


ence the way organizations 


a manage planned — change. 


in a physical 
education class 


Lewin’s model is based on the 
idea of force-field analysis.” 
Figure 17.1 shows a force- 
field analysis of a decision to 
engage in exercise behaviour. 

This model contends that a person’s behaviour is 
the product of two opposing forces: One force pushes 
toward preserving the status quo, and the other force 
pushes for change. When the two opposing forces 
are approximately equal, current behaviour is main- 
tained. For behavioural change to occur, the forces: 
maintaining the status quo must be overcome.‘ This 
can be accomplished by increasing the forces for 
change, by weakening the forces for the status quo, 
or bv a combination of these actions. Use the Self- 
Assessment at the end of the chapter to enact a per- 
sonal change process. 

Lewin’s change model is a three-step process, 
as shown in Figure 17.2. The process begins with 
unfreezing, which is a crucial first hurdle in the change 
process. Unfreezing involves encouraging individuals to 
discard old behaviours by shaking up the equilibrium 
state that maintains the status quo. Change management 
literature has long advocated that certain individuals have 
personalities that make them more resistant to change. 
However, recent research indicates that only a small 
portion of a study's respondents (23 percent) displayed 
consistency in their reactions to three different kinds of 
change: structural, technological, and office relocation. 
The majority of respondents (77 percent) reacted differ- 
ently to these differing kinds of change, suggesting that 
reactions to change might be more situationally driven 


than was previously thought.’ Organizations often 
at if i by nine ) t 


ke Fe i, 
and control (in line with cu 


“pot 


individuals are encouraged to 
discard old behaviours by shaking 
up the equilibrium state that 
maintains the status quo. 


Karasek’s job demand-con- 
trol-support model of stress 
in Chapter 6).*! 
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ns FAV ‘ VIOU 
Nn . In essence, individuals surrender by allowi 
the boundaries of their status quo to be opened in prepa- 
ration for change.™ 
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LEWIN'S CHANGE MODEL 


Untreezing WAL > re 


Reducing forces 


Developing new 
for status quo 


attitudes, values, 
and behaviours 


The second step in the change process is moving. 


In the moving stage, the’change is implemented and new 
attitudes, values, and behaviours are substituted for old’ 
sones*A dapting to the change at this second stage is much 
easier if unfreezing was effective. Employees know what 
is changing and why, and what their role is to be. 
Refreezing is the final Step in the chagge pro- 
cess. In is step. ; 


2 status Re The new ways of 
operating are cermenrel in and reinforced. Managers” 
should ensure that the organizational culture and formal 
reward systems encourage the new behaviours. Changes 
in the reward structure may be needed to ensure that 
the organization is not rewarding the old behaviours 


and merely hoping for the new behaviours. A study by 


The approach used by Monsanto to increase 
opportunities for women within the company is an 
illustration of how to use Lewin’s model effectively. 

) Monsanto emphasized unfreezing by helping 
employees debunk negative stereotypes about women 
in business. This also helped overcome resistance to 
change. Seeond) Monsanto moved employees’ atti- 
tudes and behaviours by diversity training in which 
differences were emphasized as positive, and supervi- 
sors learned ways of training and developing female 
employees. Third! Monsanto changed its reward system 
so that managers were evaluated and paid according to 
how they coached and promoted women, which helped 
refreeze the new attitudes and behaviours. 

Following through all three stages of Lewin’s model 
is not easy or typical. A review of change management 
practices at the Correctional Services of Canada exam- 
ined four specific change initiatives. It found that the 
early stages of change initiatives were well handled 
(for example, making the case for change, and articu- 
Jating and communicating the vision). However, there 
was mixed success in sustaining the change. There was 
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inconsistency in continuing 
the gen- 
erating early wins to build 
momentum, and keeping the 
focus needed to institution- 
alize the change. 

One frequently over 
en rm 

he changé is consistent with 
Se values. Value consistency 
is critical to making a change “stick.” Organizations whose 
members perceive the changes to be consistent with the 
firm's values adopt the changes much more easily and 
fully. Conversely, organizations whose members’ values 
conflict with the changes may display “superficial confor- 
mity,” in which members pay lip service to the changes 
but ultimately revert to their old behaviours.” 

John Kotter has developed a model of change 
based on his research into 
the causes for change fail- 


communications, 


Refreezing 


Reinforcing new 
_ attitudes, values, 
and behaviours 


moving The second step 


in Lewin’'s change model, in 


ures. His work is currently 


seen as the one of the best behaviours are substituted for 


ways to think about and to old ones. 


refreezing The final step 


implement change. Kotter’s 
in Lewin’s change model, in 


ideas continue to evolve and 
his model itself is now less 
linear than in its original 


formulation. New tots Guo: 


Warby Parker 


he popular eyewear brand Warby Parker started on the 

Internet, and the company’s success has looked easy. But 
according to co-CEOs Dave Gilboa and Neil Blumenthal, it 
is actually painstaking and deliberate. They have produced 
disruptive change in the eyewear industry by being carefully 
focused on execution and brand. By designing and making their 
own frames, sold to consumers on the Internet for as little as 
US$95, they have taken a bite out of the luxury eyewear busi- 
ness. Prices include prescription lenses, shipping, and donations 
to a not-for-profit organization. They're now opening up retail 
stores and plan to add children’s frames and thinner lenses. 
There’s also an investment in future technology that conducts 
eye exams online, which may render traditional optical stores 
obsolete. Warby Parker is a company that has changed the way 
consumers think about buying eyewear. 


SOURCE: M. Chafkin, “Most Innovative Companies 2015: 1, Warby Parker,” Fast 
Company, March 2015, 69-144. 
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which new attitudes, values, and 


which new attitudes, values, and 
behaviours are established as the 
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KOTTER’S CHANGE MODEL 
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SOURCE: Kotter’s Change Model accessed from https://www.kotterinc.com/8-steps-process-for-leading-change, October 3 2018. 


According to Kotter, to implement change well, we 
need to work through a series of stages. We must go through 


eed si in the ma a in order = 


municate the vision and enlist supporters, a. 


rel bs, (6) generate short-term wins, | (7)_create 
the change, and (8) anchethenOnEnBennthe elf Kot- 


ter’s observation about the importance of creating urgency 
as the first step in change is notable as sometimes change 
agents create a as vision without establishing a compel- 
ling need for change.* (Kotter’s books are required reading 
for change agents. They include The Heart of Change, Buy- 
in, A Sense of Urgency, and Our Iceberg Is Melting.) 


©) DETERMINING THE NEED FOR 
ORGANIZATION DEVELOPMENT 
INTERVENTIONS 


organization Organization develop- 
development (OD) ment (OD) is a systematic, 
A systematic approach to 


organizational improvement 
that applies behavioural science 
theory and research in order 

to increase individual and 
organizational well-being and 
effectiveness. 
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approach to organizational 
improvement that applies 
behavioural science theory 
and research in order : to 
increase individual 
organizational 


and 
well-being 
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and effectiveness.*’ This definition implies certain 
characteristics. First, OD is a systematic approach 
to planned change. It is a structured cycle of diag- 
nosing SPIES problems and opportunities” 

ying expertise to them. Second, OD 
is grounded in solid research and theory, It involves 
the application of behavioural science knowledge 
to the challenges that organizations face. Third, 
OD recognizes the reciprocal relationship between 
individuals and. organizations. It acknowledges 
that for organizations to change, individuals must 
change. Finally, OD is goal oriented. It is a process 
that seeks to improve both individual and organiza- 
tional well-being and effectiveness. 

Prior to deciding on a method of intervention, 
managers must carefully diagnose the problem they 
are attempting to address. Diagnosis and needs 
analysis is a critical first step in any OD interven- 
tion. An intervention method is then chosen and 
applied. Finally, a thorough follow-up of the OD 
process is conducted. 


Diagnosis and Needs Analysis 


Before any intervention is planned, a thorough orga-* 
nizational diagnosis should be conducted. Diagnosis is 
an essential first step for any organization development 


intervention. The term diagnosis comes from dia 


(through) and gnosis (knowledge of). Thus, the diag- 
nosis should pinpoint specific problems and areas in 
need of improvement. Six areas to examine carefully are 
the organization's purpdse, structure, reward, system, 
support systems, relationships, and leadership’! 

Levinson’s diagnostic approach asserts that 
the process should begin by identifying where the 
pain (the problem) in the organization is, what it is 
like, how long it has been happening, and what has 
already been done about it. Then a four-part, com- 
prehensive diagnosis can begin. The first part of the 
diagnosis involves achieving an understanding of the 
organization’s history. In the second part, the orga- 
nization as a whole is analyzed to obtain data about 
its structure and processes. In the third part, inter- 
pretive data about attitudes, relationships, and cur- 
rent organizational functioning are gathered. In the 
fourth part of the diagnosis, the data are analyzedl 
and conclusions are reached. In ‘each stage of the 
diagnosis, the data can be gathered using a variety 
of methods, including observation, interviews, ques- 
tionnaires, and archival records. 

A needs analysis is another crucial step in managing 
change. This is an analysis of the skills and competencies 
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that employees roust have to achieve the goals of the 
change. A needs analysis is essential because interven- 
tions such as training programs must target these skills 
and competencies. 

Hundreds of alternative OD _ intervention 
methods exist. One way of classifying these methods 
is by the target of change. The target of change may 
be the organization, groups within the organization, 
or individuals. 

The diagnostic process may yield the conclusion that 
change is necessary. As part of the diagnosis, it is impor- 
tant to address the following issues: 
= = What are the forces for change? 
= What are the forces preserving the status quo? 
= = =What are the most likely sources of resistance to 

change? 
= What are the goals to be accomplished by the 

change? 


This information constitutes a force-field analysis, as 
discussed earlier in the chapter. 


“> GROUP-FOCUSED TECHNIQUES 
~ FOR OD INTERVENTION 


Some OD intervention methods emphasize changing the 


organization itself or changing the work groups within 


Using a participative process to collect data for an 
initial diagnosis. 
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the organization. Intervention methods in this category 
inchide survey feedback, management by objectives, 
product and service quality programs, team building, 
and process consultation. 


Survey Feedback 


Survey feedback is a widely used intervention method 
whereby employee attitudes are solicited using a ques- 


tionnaire, Once the data are collected, they areanalyzed 


and fed back to the employees to diagnose problems and_, 


plan. other imterventions: Survey feedback is often used 
as an exploratory tool and then is combined with some 
other intervention. The effectiveness of survey feed- 
back in actually improving outcomes (absenteeism or 
productivity, for example) increases substantially when 
this method is combined with other interventions.” The 


effectiveness of this technique is contingent on trust: 


between management and subordinates, and this can be 
reinforced through the anonymity and confidentiality of 
survey responses, 

For survey feedback to be an effective method, 
certain guidelines should be used. Employees must be 
assured that their responses to the questionnaire will 
be confidential and anonymous. Feedback should be 
reported in a group format. Employees must be able 
to trust that negative repercussions will not result from 
their responses. Employees should be informed of the 
purpose of the survey, Failing to do this can set up unre- 
alistic expectations about the changes that might come 
from the surveys. 

In addition, management must be prepared to 
follow up on the survey results, If some things cannot 
be changed, the rationale (for example, prohibitive cost) 
must be explained to the employees. Without appro- 
priate follow-through, employees will not take the survey 
process seriously the next time. 


Management by Objectives 


As an organization-wide technique, management by 
objectives (MBO) involves joint goal setting between 
employees and managers. 
The MBO process (discussed 
in Chapter 14) includes the 
setting of initial objectives, 
periodic progress reviews, and 
problem solving to remove 
any obstacles to goal achieve- 
ment.”* All these steps are 
joint efforts between man- 
agers and employees. 


used method of intervention 
whereby employee attitudes 


management by 
objectives (MBO) An 


technique that involves joint 


managers. 
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survey feedback A widely 


are 


solicited using a questionnaire. 


organization-wide intervention 


goal 


setting between employees and 
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qua 


that embeds product and 
service quality excellence in the 
organizational culture. 


team building An 
intervention designed to improve 
the effectiveness of a work group. 
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MBO is a valuable intervention because it meets 
three needs. First, it clarifies what is expected of 
employees..This reduces role conflict and ambiguity. 
Second, MBO provides knowledge of results, an essential 
ingredient in effective job performance. Finally, MBO 
provides an opportunity for coaching and counselling by 
the manager. The problem-solving approach encourages 
open communication and discussion of obstacles to goal 
achievement.” 

One company that has used MBO successfully is 
General Electric. The success of MBO in effecting orga- 
nizational results hinges on the linking of individual goals 
to the goals of the organization.** MBO programs should 
be used with caution, however. An excessive emphasis 
on goal achievement can result in cutthroat competition 
among employees, falsification of results, and striving for 
results at any cost. 


Product and Service Quality Programs 


Quality programs—programs that embed product 
and service quality excellence in the organizational 
culture—are assuming key roles in the organization 
development efforts of many 
lity program Aprogram| Companies. For example, the 
success or failure of a service 
company may depend on the 
quality of customer service it 
provides.” 
Toyota Motor Corpora- 
tion constantly finds ways 


The andon cord is a cord that runs the length of every Toyota assembly line, and any 
worker who encounters a quality problem is allowed to pull it and stop the line. 
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to integrate cutting-edge technological innovations 

with the growing pains of global expansion. The famed ° 
“Toyota Way” of doing business is focused on two key: 
principles: continuous improvement focused on inno- 

vation and respect for people\* Interestingly, Toyota 

does not seem to use reengineering. Business process 

engineering involves the redesign of the work processes 

by examining times that it takes to make a product or 

deliver a service.” 

Some suggest that Toyota’s recent problems with 
defective parts and major recalls arose because Toyota 
had been focusing on growth instead of its traditional 
devotion to quality." Hyundai, on the other hand, has 
turned around its fortunes and reputation because of 
its focus on quality. Once the butt of jokes in the 1980s 
with its poorly made compact cars, Hyundai committed 
itself to quality. In 2000, it adopted the Six Sigma man+ 
agement discipline, using intense statistical analysis to 
identify flaws in the manufacturing process. The Korean 
company has now surpassed Ford to become the fourth- 
largest car manufacturer in the world.’”’ 


Team Building 


Team building programs can improve the effec- 
tiveness of work groups. Team building usually 
begins with a diagnostic process through which 
team members identify problems, and continues 
with the team planning actions to take in order to 
resolve those problems; The OD practitioner in 
team building serves as a facilitator, and the work 
itself is completed by 
team members." 

Team building is a very 
popular OD method. A 
survey of Fortune 500 com- 
panies indicated that human 
resource managers consid- 
ered team building the most 
successful OD technique. 
Managers are particularly 
interested in building teanis 
that can learn. To build 
leaming teams, members 
must be encouraged to seék 
feedback, errors, 
reflect on successes and fail- 
ures, and experiment with 
new ways of performing. 
Mistakes should be analyzed 
for ways to improve, and a 
climate of mutual»support 


discuss 
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should be developed. Leaders of learning teams are 
good coaches who promote a climate of psyé 
safety so that team members feel comfortable discussing 
problems.!™ 

One popular technique for team building is the 
use of 


allenges: Participants go through a 
series of outdoor activities, such as climbing a four- 
metre wall. Similar physical challenges require the 
participants to work as a team and focus on trust, 
communication, decision making, and leadership. 
GE and Weyerhaeuser use outdoor challenges at the 
beginning of their team-building courses, and later 
in the training, team members apply what they have 
learned to actual business situations.'°> One innova- 
tive firm called Tee bumcitig Inc. uses rowing as 
team building exercise. | 
Oly mpi ‘ 
team building using rowing athe central organizing 
theme, This activity encourages participants to prac- 
tise leadership, communication, goal setting, con- 
flict management, and motivation. GE Healthcare, 


ING Direct, and Wyeth Corporate Communications 
have all used this technique for their team-building 
programs.’ Preliminary studies indicate that team 
building can improve group processes.!° 


Process Consultation 


Pioneered by Edgar Schein, process consultation 
is an OD method that helps managers and employees 
improve the processes that are used in organizations.” 
The processes most often targeted are communication, 
conflict resolution, decision making, group interaction, 
and leadership. 

One of the distinguishing features of the process 


consultation approach is that an rer ll is 


used. 


nT RE The consul- 


tant guides the organization members in examining the 
processes in the organization and in refining them. The 
steps in process consultation are entering the organiza- 
tion, defining the relationship, choosing an approach, 
gathering data and diagnosing problems, intervening, 
and gradually leaving the organization. 

Process consultation is an interactive technique 
between employees and an outside consultant, so it is 
seldom used as a sole OD method. Most often, it is used 
in combination with other OD interventions. 

All the preceding OD methods focus on changing 
the organization or the work group. The following OD 
methods are aimed toward individual change. 
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INDIVIDUAL-FOCUSED 
TECHNIQUES FOR OD 


INTERVENTION 


Organization development efforts that are targeted 
toward individuals include skills training, leadership 
training and development, executive coaching, job rede- 
sign, health promotion programs, and career planning. 


Skills Training 


The key question addressed by skills training is, 
“What knowledge, skills, and abilities are necessary to 
do this job effectively?” Skills training is accomplished 
either in formal classroom settings or on the job. The 
challenge is integrating skills training into organization 
development in today’s rapidly changing environments 
that most organizations face. The job knowledge in many 

ositions requires continual updates to keep pace with 


rapid change. , 


Leadership Training and Development 


Companies invest millions of dollars in leadership 
training and development, a term that encompasses 
a variety of techniques that are designed to enhance 
individuals’ leadership skills. One popular technique 
is sending future leaders to off-site training classes. 
Research shows that this type of education experience 


can have some impact, but participants’ enthusiastic 
retumm to work may be short lived due to the challenges 
and realities of work life. Classroom learning alone thus 
has a limited effect on leadership skills. 

The best leadership training and development 
programs combine classroom learning with on-the-job 
experiences. One way of accomplishing development is 
through the use of action learning, a technique that was 


pioneered in Europe.’ In 


action learning, leaders take 


on unfamiliar problems or: 


familiar problems in unfa- 
mniliar settings., The leaders 
work on the problems and 
meet weekly in small groups 
made up of individuals from 
different parts of the orga- 
nizations. The outcome 
of action learning is that 
leaders learn about them- 
selves through the  chal- 
lenges of their colleagues. 


process consultation An 
OD method that helps managers 
and employees improve the 
processes that are used in 
organizations. 


skills training Increasing the 
job knowledge, skills, and abilities 
that are necessary to do a job 
effectively. 


leadership training and 
development A variety of 
techniques that are designed to 
enhance individuals’ leadership 
skills. 
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company leaders and gives them a stra- 


executive coaching A 

technique in which managers 
or executives are paired with a 
coach in a partnership to help 


thee 


efficiently. 


job 


intervention method that alters 
jobs to improve the fit between 


Other techniques that provide active 
learning for participants are simulations, , 
business. games, role-playing, and case 
oo a 

Eli Lilly has an action learning 
program that pulls together 18 future 


tegic business issue to resolve. For 
six weeks, the trainees meet with experts, 
best-practices organizations, and cus- 
tomers, and then present their recom- 
mendations to top brass. One action 
learning team was charged with coming up 
with an e-business strategy; their plan was 
so good that executives immediately imple- 
mented it. At Eli Lilly and other firms, action learning 
programs provide developmental experiences for leaders 
and result in useful initiatives for the company.'” | 

Leadership training and development is an ongoing 
process that takes considerable time and effort. There 
are no quick fixes. At IBM, managers are held account- 
able for leadership development. In fact, IBM’s managers 
will not be considered for promotion into senior execu- 
tive positions unless they have a record of developing 
leaders. Top management must be committed to the 
process of leadership training and development if they 
want to create a pipeline of high-potential employees to 
fill leadership positions.''° 


Executive Coaching 


Executive coaching is a technique in which man- 
agers or executives are paired with a coach in a partner- 
ship to help the executive perform more effectively at 


work. Although coaching is usually done in a one-on-one , 


manner, it is sometimes attempted in groups. The popu- 
larity of executive coaching has increased dramatically 
in recent years. The International Coach Federation, a 
group that trains and accredits executive coaches, in just 
two years of existence doubled its membership, which is 
now at 7,000 members in 35 countries.!"4 

Coaching is typically a 
special investment in top- 
level managers. Coaches 
provide another set of eyes 
and ears and help execu- 
tives see beyond their own 
blinders. Coaches elicit 
solutions and ideas from the 
client rather than making 


xecutive perform more 


redesign AnOD 


individual skills and the demands suggestions, thus, they 
of the job. 

mee develop and enhance the 
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rT 


Leadership training 
and development is an 
ongoing process that 

takes considerable 
time and effort. There 


are no quick fixes. 


99 


talents and capabilities within the client. 


Many coaching arrangements focus on 
evclopingsueanotions ntelgeReSF 


thecal 


tive, thei 


;15 This informa- 


tion is then fed back to the executive, and 
along with the coach, a development plan 
is put in place. 

Good coaches form strong connec- 
tions with clients, exhibit professionalism, 


and deliver thoughtful, candid feed- 


back. The top reasons executives seek 
out coaches are to make personal behaviour changes, 
enhance their effectiveness, and foster stronger rela- 


tionships. Does executive coaching pay off? Evidence 


s more eltective 
TH TTR In one une tor example. 
executives who worked with executive coaches were 
more likely to set specific goals, ask for feedback from 
their supervisors, and rated as better performers by 
their supervisors and subordinates when compared to 


executives who simply received feedback from surveys.'"* 


Effective coaching relationships depend on a profes- 
sional, experienced coach, an executive who is motivated 
to learn and change, and a good fit between the two. 


Job Redesign 


As an OD intervention method, job redesign empha- 
sizes the fit between individual skills and the demands of 
the job. Chapter 15 outlined several approaches to job 
design. Many of these methods are used as OD tech- 
niques for realigning task demands and individual capa- 
bilities or for redesigning jobs to fit new techniques or 
organizational structures better, 


\ Ford began trying this tech- 
nique more than a decade ago and found that it improved 
not only employee job satisfaction but also productivity 
and product quality. 

Another form of job redesign is 
Companies including Telus, Bell Canada, and IBM 
Canada have significant numbers of employees who work 
this way. Research reported by the Canadian Telework 
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Association indicates that 1.5 million Canadians tele- 
commute at least one day a week and 77 percent of them 
claim it increases job satisfaction.!'® 


Health Promotion Programs 


As organizations have become increasingly concerned 
with the costs of distress in the workplace, health promo- 
tion programs have become a part of larger organization 
development efforts. Companies that have successfully 


integrated health promotion programs into their orga- 


nizations include both large and small firms. KPMG) an 


established. accowating and professional services finn 
With over 3,000 tull-time employees in Canada, helps 
employees witha generous fitness participation subsidy 
(up to-t.25 percent of salarv) that can be used for health- 
club memberships. ~weight-loss support. and home 
equipmentypurchases#KPMG also supports a number of 
emplovee sports teams, from cricket to hockey.''® With 
only 96 emplovees, Digital Extremes, a London, Ontario— 
based company offering custom computer programming 
services, also recognizes the benefits of a healthy work- 
force; it offers fitness club subsidies as well as a bonus (up 
to $450) to encourage employees to get fit and stay fit.’”° 
Hershey's Nova Scotia plant (makers of Pot of Gold choc- 
olates) introduced a comprehensive wellness program. It 
started with over 5}00°-emplovees completing a voluntary 
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health risk assessment that provided data for developing 
wellness programs, and benchmarks to note improve- 
ments. This led to the creation of weight management, 
smoking cessation, and fitness programs. !! 

Although organizations have long recognized the 
importance of maintenance of their machinery, many are 
only recently learning that their human assets need mainte- | 
nance’as well; in the form of employee wellness and health 
promotion activities. All are focused on helping employees 
manage their stress and health in a preventive manner. 


Career Planning 


Matching an individual's career aspirations with the 
opportunities in the organization is career planning. This 
proactive approach to career management is often part of 
an organization’s development efforts. Career planning 
is a joint responsibility of organizations and individuals. 

Career-planning activities benefit both the organi: 
zation and its individuals. ‘Through counselling sessions, 
employees identify their skills and skill deficiencies. The 
organization then can plan its training and development 
efforts based on this information. In addition, the process 
can be used to identify and nurture talented employees 
for potential promotion. 

Managers can choose from a host of organization 
development techniques to facilitate organizational change. 


Organizational wellness programs often include gym access. 
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Large-scale changes in organizations require the use of 
multiple techniques. For example, implementing a new 
technology such as robotics may require simultaneous 
changes in the structure of the organization, the configu- 
ration of work groups, and individual attitudes. 

We should recognize at this point that the organiza- 
tion development methods just described are a means to 
an end. Programs do not drive change; business needs do. 
The OD methods are merely vehicles for moving the orga- 
nization and its employees in a more effective direction. 


Are Organization Development 
Efforts Effective? 


Since organization development is designed to help 
organizations manage change, it is important to evaluate 


STUDY 
TOOLS | ] 
IN THE BOOK YOU CAN ... 


LI Rip out the Chapter Review card at the end of the book 
to review Key Concepts and Key Terms. 


(1) Take a“What about You?” Quiz related to material in the 
chapter. 


L) Read additional cases in the Mini Case and Shopify Running 
Case sections. 


WHAT ABOUT YOU? 


the effectiveness of these efforts. The success of any 
OD intervention depends on a host of factors, including 
the technique used, the competence of the change 
agent, the organization’s readiness for change, and top 
management commitment. No single method of OD is 
effective in every instance. Instead, multiple-method 
OD approaches are recommended because they allow 
organizations to capitalize on the benefits of several 
approachies.!°? 

Efforts to evaluate OD effects have focused on out- 
comes such as productivity. One review of more than 
200 interventions indicated that worker productivity 
improved in 87 percent of the cases.'” We can con- 
clude that when properly applied and managed, orga- 
nization development programs have positive effects on 


performance.’ 


ONLINE YOU CAN ... 


1) Take a’“What about You?” Quiz related to material in the 
chapter. 


NELSON.COM/STUDENT 


LJ Test your understanding with a quick Multiple-Choice 
Pre-Test quiz. 


L] Read the eBook, which includes discussion points for 
questions posed in the Cases. 


LC] Watch Videos related to chapter content. 


L) Use the available Flashcards and Matching Quizzes to test 
your understanding of key terms and concepts. 


L] See how much you've learned by taking a Post-Test. 
L] Watch Videos related to chapter content. 


L] Use the available Flashcards and Matching Quizzes to test 
your understanding of key terms and concepts. 


C] See how much you've learned by taking a Post-Test. 


Applying the Force-Field Analysis Tool 


Think of a problem you are currently facing. An example would 
be trying to increase the amount of study time you devote to a 
particular class. 


1. Describe the problem, as specifically as possible. 
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. List the forces driving change on the arrows at the left side 
of the diagram. Weight their importance. 


. List the forces restraining change on the arrows at the 
right side of the diagram. Weight their importance. 
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MINI CASE 


Questions 


1. What can you do, specifically, to remove the obstacles to 
change? 

2. What can you do to increase the forces driving change? 

3. What benefits can be derived from breaking a problem 


down into forces driving change and forces restraining 
change? 


| n 2000, TD acquired Canada Trust. The acquisition at the time 
was the largest change management initiative that Canada 
had ever experienced. The TD bank was established in 1869 and 
had gone through various changes long before the acquisition 
of Canada Trust. 


At the time of the acquisition, Canada Trust customers were 
concerned that their trust company would lose its personalized 
retail focus. The number of bank branches and the size of the 
workforce would be reduced by the acquisition. The takeover 
would make TD the third largest bank in Canada, known as TD 
Canada Trust. 


The change was rolled out across the country and the best ele- 
ments from each company were implemented. The changes for 
the Canada Trust customers were more significant than those 
for TD customers so a help line was established. Even so, TD was 
pleased with the merger roll-out as it had very few or signifi- 
cant logistical issues. 


According to the first CEO of the new organization, there 
were clear complementarities between TD and Canada Trust 
as each had what the other did not. Tim Hockey noted, “The 
complementary element was that TD had a strong commer- 
cial banking presence and sales culture but its service culture 
wasn't as strong. Canada Trust had a very strong service 
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culture; it had no business banking presence to speak of, and 
its sales culture (as is usual with service organizations) was 
probably a little less strong.’ He also noted that selecting the 
best people from both organizations to create new teams 
was very challenging. (It is interesting to note that increas- 
ingly the name Canada Trust is not part of the TD’s official 
name.) 


SOURCES: TD, “Historical Fast Facts,” https://www.td.com/about-tdbfg/corporate-information/ 
tds-history/historical-fast-facts.jsp, accessed September 2, 2018; K. Noble, J. Geddes, J. Hunter and D. 
Hawaleshka, “TD Bids for Canada Trust,’ 2013, https://www.thecanadianencyclopedia.ca/en/article/td 
-bids-for-canada-trust/, August 31, 2018; M. Nelson, “TD, Canada Trust Finish Merger of Retail Branches,’ 
The Globe and Mail, August 7, 2001, https://www.theglobeandmail.com/report-on-business/td-canada 
-trust-finish-merger-of-retail-branches/article4151090/, accessed August 12, 2018; D. Ovsey, “Behind 
the Scenes of TD Canada Trust's Cultural Evolution,” Financial Post, November 20, 2012, https://business. 
financialpost.com/executive/behind-the-scenes-of-td-canada-trusts-cultural-evolution, accessed August 12 
2018; D. Martin, “Why TD Bank Is Losing Me As A Customer After 30 Years,’ Huffington Post, March 17, 
2017, https://www.huffingtonpost.ca/david-martin/td-bank-sales-tactics_b_15411962.html, accessed 
September 1, 2018. 


Apply Your Understanding 
1. What are the change management challenges in such a 
large change? 
2. What would be the customers’ concerns about the 
merger? 


3. Why is it so hard to blend organizational cultures? 
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DISRUPTING THE RETAIL STATUS QUO 


Shopify has changed the nature of commerce by creating a 


new retail ecosystem that combines technology and person- 


alization. It provides a service that lets small entrepreneurs 
have access to a global reach of customers and transaction 
security. It also enables customers to have greater conf 
dence in the security of their financial transactions. In short, 
Shopify disrupted both bricks-and-mortar commerce as well 
as earlier e-commerce approaches such as F-commerce. 


Shopify has not only disrupted the retail ecosystem but 
also challenges conventional wisdom. CEO Tobi Lutke attri- 
butes some of its success to ignoring academic credentials 
in the hiring process. Academic credentials are seen more 
as a signal rather than as a predictor of future performance. 
Some very senior positions do seem to require academic 
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credentials but most do not. Shopify joins other firms such 


as Google, Apple, and IBM in dropping the requirement 
legree. Again, Shopify is having a significant 


and causing signifi- 


of a CONeGE a Qik 
impact on the external environmer 
cant cnang 


SOURCES: T. Liitke, Twitter Post, August 28, 2018, and C. Connley, “Google, Apple and 13 Other Companies 
essed from https:// 


That No Longer Require Employees to Have a College Degree, CNBC, August 16, 2018, 2 
www.cnbc.com/2018/08/16/15-companies-that-no-longer-require-employees-to-have-a-college-degree 
shtml? — source=facebook%7Cmain, September 28, 2018 


Apply Your Understanding 


1. How and why is Shopify innovative? 
2. What are the advantages of its rec ent and selec 


Be Peay 
tion strategy’ 


3. What are the disadvantages 
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LEARNING OUTCOMES 


After reading this chapter, you should be able to do the following: 


Explain occupational and organizational choice decisions. 
Identify foundations for a successful career. 
Explain the career-stage model. 


Explain the major tasks facing individuals in the 
establishment stage of the career model. 


Identify the issues confronting individuals in the 
advancement stage of the career model. 
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Describe how individuals can navigate the challenges of the 
maintenance stage of the career model. 


Explain how individuals withdraw from the workforce. 
Explain how career anchors help form a career identity. 


Become familiar with some current tools and practices that 
will help you develop your own career. 


perros toss ron eee 


See the end of this chapter for a list of available Study Tools, a 
“What about You?” Quiz, Mini Case, and the Shopify Running Case. 333 


As you get closer to graduation, you will need to appre- 
ciate how you can apply the concepts from the disci- 
pline of organizational behaviour. In this chapter, you 
will learn about navigating your career as you progress 
through your life stages. As well, you will learn about the 
importance of mentoring and what behaviours will help 
you have a successful career. You need to be proactive in 
managing your career; appreciate that career manage- 
ment is a journey and not an end-state. 

A Career is a pattern of work-related experiences 
that span the course of a person’s life.’ A career is more a 
journey than a destination. The two elements in a career 
are the objective element and the subjective element.’ 
The objective element of the career is the observable, 
concrete environment. For example, you can manage a 
career by getting training to improve your skills. In con- 
trast, the subjective element involves your perception of 
the situation. Rather than getting training (an objective 
element), you might change your aspirations (a subjec- 
tive element). Therefore, both objective events and the 
individual's perception of those events are important in 
defining a career. 

Career management is a lifelong process of 
learning about self, jobs, and organizations; setting per- 
sonal career goals; developing strategies 
for achieving the goals; and revising the 
goals based on work and life experi- 66 
ences.’ Whose responsibility is career 
management? It is tempting to place all 


Careers are made 


riences of our employees and colleagues as they 
pass through the various stages of careers over their 
life spans. 

= Career management is good for business. It makes 
good financial sense to have highly trained 
employees keep up with their fields so that organi- 
zations can protect valuable investments in human 


resources. 


©) occuPATIONAL AND 
~ ORGANIZATIONAL CHOICE 
DECISIONS 


The time of the fast track to the top of the hierarchical 
organization is past. Also gone is the idea of lifetime 
employment in a single organization. Today's environ- 


ment often demands leaner and flexible organizations. 
The paternalistic attitude that organizations take care 
of employees no longer exists. Individuals now take on 
more responsibility for managing their own careers. The 
concept of the career is undergoing a paradigm shift, as 
shown in Table 18.1. 

The old career paradigm is giving 
way to a new career characterized by dis- 
crete exchange, occupational excellence, 
organizational empowerment, and_ project 


the responsibility on individuals, and it up of exchanges allegiance.“ One study found that both 


is appropriate. However, it is also the 
organization's responsibility to form 


between individuals 


individuals and organizations are actively 
involved in the management of the new 


partnerships with individuals in man- and organizations. career of employees. As such, the new 


aging their careers. Careers are made 

up of exchanges between individuals 99 

and organizations. Inherent in these 

exchanges is the idea of reciprocity, or 

give and take. 

Whether we approach it as managers or as 

employees, career management is an integral activity in 
our lives. There are three 
reasons it is important to 


career The pattern of work- 
understand careers: 


related experiences that span the 


a 
course of a person's life. = If we know what to look 


career management A forward to over the 


lifelong process of learning about course of our careers, 


self, jobs, and organizations; ; 
J danizauons we can take a proactive 
setting personal career goals; 


developing strategies for approach to planning 
achieving the goals, and revising and managing them. 


the goals based on work and life 


m As managers, we need 
experiences. 


to understand the expe- 
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career involves a type of participatory man- 
agement technique on the part of the indi- 
vidual; the organization responds to each 
individual’s needs and thus is more flexible 
in its career development programs.’ As shown in Figure 
18.1, the skills that we will need in the future are “soft” 
skills, better described as essential skills. The interaction 
of effective communication, critical thinking, and col- 
laboration will result in creativity and innovation. 
Discrete exchange occurs when an organization 
gains productivity while a person gains work experience. 
It is a short-term arrangement that recognizes that job 
skills change in value and that renegotiation of the rela- 
tionship must occur as conditions change. This contrasts 
sharply with the mutual loyalty contract of the old career 
paradigm in which employee loyalty was exchanged for 
job security. 
Occupational excellence means continually honing 
skills that can be marketed across organizations. 
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Discrete exchange means: 


Explicit exchange of specified rewards in return for task 
performance 


Basing job rewards on the current market value of the work 
being performed 


Engaging in disclosure and renegotiation on both sides as the 
employment relationship unfolds 


Exercising flexibility as each party’s interests and market circum- 
stances change 


Performance of current jobs in return for developing new 
occupational expertise 


Employees identifying with and focusing on what is happening 
in their adopted occupation 


Emphasizing occupational skill deyelopment over the local 
demands of any particular firm 


Getting training in anticipation of future job opportunities; having 
training lead jobs 


lizational empowern means; ts 
Strategic positioning is dispersed to separate business units 
Everyone is responsible for adding value and improving 
competitiveness 


Business units are free to cultivate their own markets 


New enterprise, spinoffs, and alliance building are broadly 
encouraged 


Shared employer and employee commitment to the overarching 
goal of the project 


A successful outcome of the project is more important than 
holding the project team together 


Financial and reputational rewards stem directly from project 
outcomes 


Upon project completion, organization and reporting arrange- 
ments are broken up 


21st-CENTURY SKILLS 


/OllaDOTatier 


The mutual loyalty contract meant: 


Implicit trading of employee compliance in return for job security 
Allowing job rewards to be routinely deferred into the future 


Treating the mutual loyalty assumptions as a political barrier 
to renegotiation 


Assuming employment and career opportunities are standardized 
and prescribed by the organization 


Relying on the organization to specify jobs and their associated 
occupational skill base 


Employees identifying with and focusing on what is happening 
in their particular organization 


Forgoing technical or functional development in favour of firm- 
specific learning 


Doing the job first to be entitled to new training: making training 
follow jobs 


Thetop-downfimmeant; = 8 | 
Strategic direction is subordinated to “corporate headquarters” 


Competitiveness and added value are the responsibility of 
corporate experts 


Business-unit marketing depends on the corporate agenda 


Independent enterprise is discouraged, and likely to be viewed 
as disloyalty 


Corporateallegiancemeant: = 


Project goals are subordinated to corporate policy and organiza- 
tional constraints 


Being loyal to the work group can be more important than the 
project itself 


Financial and reputational rewards stem from being a“good 
soldier” regardless of results 


Social relationships within organizational boundaries are actively 
encouraged 


The individual identifies more with the occupa- 
tion (I am an engineer) than the organization 
(Lama IBMer). In contrast, the old one-employer focus 
meant that training was company specific rather than 
preparation for future job opportunities. A research 
study that focused on ethnographic data (interviews 
and stories) was conducted among software engineers 
in three European firms and two N orth American firms. 
Software engineers did not have much regard for their 
immediate supervisors, the organization, or formal 
dress codes. The only thing they did believe in was 
occupational excellence so that they could be better at 
what they do. In this regard, the authors of the study 
note that software engineers represent a unique group 
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Super Skills 


1 jews are five key skills that individuals need to be successful 


in the future. The five “super skills” are (1) Personal brand 
which involves building a reputation, trust, and a following; 
2) Digital fluency to assemble teams of people, robots, and 
bots to accomplish work; (3) Networking to create your own 
tribe’; (4) Managing complexity to be adaptable; and (5) 
Resilience to deal with setbacks. 

Careers should be seen not as ladders, but “lattices.” 


Need for the Jobs of the Future,” Fast Company, June 


SOURCE: 5. Vozza 
20, 2018, https ompary.com/405 hese-are-the-5-super-skills-you-need-for-jobs-of-th 


future, accessed Se 


in terms of career development and that they fit well 
within the model of the “new career.” 

Organizational empowerment means that power 
flows down to subunits and in turn to employees. 
Employees are expected to add value and help the orga- 
nization remain competitive by being innovative and 
creative. The old top-down approach meant that control 
and strategizing were done only by the top managers, 
and individual initiative might be viewed as disloyalty or 
disrespect. 

Project allegiance means that both individuals and 
organizations are committed to the successful comple- 
tion of a project. The organization’s gain is the project 
outcome; the individual's gain is experience and shared 
success. On project completion, the project team breaks 
up as individuals move on to new projects. Under the old 
paradigm, organizational allegiance was paramount. The 
needs of projects were overshadowed by policies and 
procedures. Work groups were long term, and keeping 
the group together was often as important a goal as 
project completion. 


Preparing for the World of Work 


When viewed from one perspective, you might say 
that we spend our youth preparing for the world of 
work. Educational experiences and personal life experi- 
ences help an individual develop the skills and maturity 
needed to enter a career. Preparation for work is a devel- 
opmental process that gradually unfolds over time.” As 
the time approaches for beginning a career, individuals 
face two difficult decisions: the choice of occupation and 
the choice of organization. 
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Occupational Choice 


In choosing an occupation, individuals assess their 
needs, values, abilities, and preferences and attempt 
to match them with an occupation that provides a fit. 
Personality plays a role in the selection of occupation. 
Holland’s theory of occupational choice contends that 
there are six types of personalities and that each person- 
ality is characterized by a set of interests and values.” 
Holland also states that occupations can be classified 

using his typology. The six types are: 

1. Realistic: stable, persistent, and materialistic 

2. Artistic: imaginative, emotional, and impulsive 

3. Investigative: curious, analytical, and independent 

4. Enterprising: ambitious, energetic, and adventurous 


5. Social: generous, cooperative, and sociable 


> 


Conventional: efficient, practical, and obedient 


For example, realistic occupations include mechanic, 
restaurant server, and mechanical engineer. Artistic 
occupations include architect, voice coach, and interior 
designer. Investigative occupations include physicist, sur- 
geon, and economist. Real estate agent, human resource 
manager, and lawyer are enterprising occupations. The 
social occupations include counsellor, social worker, and 
religious leader. Conventional occupations include word 
processor, accountant, and data entry operator. 

Holland’s typology has been used to predict career 
choices with a variety of international participants, 
including Mexicans, Australians, Indians, New Zealanders, 
Taiwanese, Pakistanis, South Africans, and Germans.’ An 
assumption that drives Holland's theory is that people 
choose occupations that match their own personalities. 
People who fit Holland’s social tvpes are those who prefer 
jobs that are highly interpersonal in nature. They may 
see careers in physical and math sciences, for example, as 
not affording the opportunity for interpersonal relation- 
ships."° To fulfill the desire for interpersonal work, they 
may instead gravitate toward jobs in customer service or 
counselling in order to better match their personalities. 
Although personality is a major influence on occupational 
choice, it is not the only influence. There are a host of 
other influences, including social class, parents’ occu- 
pations, economic conditions, and geography.'! Once a 
choice of occupation has been made, another major deci- 
sion that individuals face is the choice of organizations. 


Organizational Choice and Entry 


Several theories of how individuals choose organizations 
exist, ranging from theories that postulate very logical 
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and rational choice processes to those that sug- 
gest seemingly irrational processes. Expectancy 
theory, which we discussed in Chapter 5, can be 
applied to organizational choice.” According to 
the expectancy theory view, individuals choose 
organizations that maximize positive outcomes 
and avoid negative outcomes. Job candidates cal- 
culate the probability that an organization will 
provide a certain outcome and then compare the 
probabilities across organizations. 

Other theories propose that people select 
organizations in a much less rational fashion. Job 
candidates may satisfice, that is, select the first orga- 
nization that meets one or two important criteria 
and then justify their choice by distorting their per- 
ceptions."’ The method of selecting an organization 
varies greatly among individuals and may reflect a 
combination of the expectancy theory and theories 
that postulate less rational approaches. 

Entry into an organization is further complicated 
by the conflicts that occur between individuals and 
organizations during the process. The first is a conflict 
between the organization’s effort to attract candidates 
and the individual's choice of an organization. The indi- 
vidual needs complete and accurate information to make 
a good choice, but the organization may not provide it. 
The organization is trying to attract a large number of 
qualified candidates, so it presents itself in an overly 
attractive way. 

The second conflict is between the individual's 
attempt to attract several organizations and the organiza- 
tion’s need to select the best candidate. Individuals want 
good offers, so they do not disclose their faults. They 
describe their preferred job in terms of the organization's 
opening instead of describing a job they would really 
prefer. Also, there are conflicts internal to the two parties. 
The third is a conflict between the organization's desire to 
recruit a large pool of qualified applicants and the orga- 
nization’s need to select and retain the best candidate." 

In recruiting, organizations tend to give only positive infor 
mation, and this results in mismatches between the individual 
and the organization. The fourth conflict is internal to the indi- 
vidual: it is between the individual's desire for several job offers 
and the need to make a good choice. When individuals present 
themselves as overly attractive, they risk being offered positions 
that are poor fits in terms of their skills and career goals.” 

Figure 18.2 highlights some key determinants of 
organizational entry. Characteristics of the job and 
the organization are key considerations. As well, the 
recruiting process itself has an impact on individuals’ 
choices. Perception of fit—a subjective factor—was 
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SOURCE: Derived from Derek S, Chapman, Krista L. Uggerslev, Saran A. Carroll, Kelly A, Piasentin and David A. Jones, “Applicant 
Attraction to Organizations and Job Choice: A Meta-Analytic Review of the Correlates of Recruiting Outcomes)” sumal of Auplied 
Psychology, 90, 5 (2005): 928 -944. 


found to be a particularly important predictor of appli- 
cants’ attraction to a particular organization.’ The orga- 
nizational choice and entry process is very complex due 
to the nature of such conflicts. Partial responsibility for 
preventing these conflicts rests with the individual. Indi- 
viduals should conduct thorough research of the organi- 
zation through published reports and industry analyses. 
Individuals also should conduct a careful self-analysis 
and be as honest as possible with organizations to ensure 
a good match. The job interview process can be stressful, 
but also informative. 

Partial responsibility for good matches also rests 
with the organization. One way of avoiding the conflicts 
and mismatches is to use a realistic job preview. 


REALISTIC JOB PREVIEWS The conflicts just dis- 
cussed may result in unrealistic expectations on the part 
of the candidate. People entering the world of work may 
expect, for example, that they will receive explicit direc- 
tions from their boss, only to find that they are left with 
ambiguity about how to do the job. They may expect that 
promotions will be based on performance and find that 
promotions are based mainly on political considerations. 
Some new hires expect to be given managerial respon- 
sibilities right away; however, this is not often the case. 
Giving potential employees a realistic picture of the 
job they are applying for is 
known as a realistic job 
preview (RJP). When 
candidates are given both 
positive and negative infor- 


realistic job preview 
(RJP) Both positive and 


giving them a more realistic 


ati -an make more : ; 
mation, they can ma cicture ornare 


effective job choices. 
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CONFLICTS DURING ORGANIZATIONAL ENTRY 


negative information given to 
potential employees about the 
job they are applying for, thereby 


SoM 


Traditional recruiting practices produce unrealisti- 
cally high expectations, which produce low job satisfac- 
tion when these unrealistic expectations meet the reality 
of the job situation. R]Ps tend to create expectations that 
are much closer to reality, and they increase the numbers 
of candidates who withdraw from further consideration.” 
This occurs because candidates with unrealistic expecta- 
tions tend to look for employment elsewhere. TD's web- 
site provides a realistic job preview through a series of 
videos and photo stories. A potential applicant can watch 
employees talking about a day in the life of their particular 
role. Ontario Power Generation has created a booklet that 
provides RJP information for new graduates who want to 
work as engineering/applied science trainees. The booklet 
covers topics such as life as a new trainee, continuing 
training requirements, rewards and challenges of the 
work, and critical success factors.!* 

RJPs can also be thought of as inoculation against 
disappointment. If new recruits know what to expect in 
the new job, they can prepare for the experience. New- 
comers who are not given R]Ps may find that their jobs 
don’t measure up to their expectations. They may then 
believe that their employer was deceitful in the hiring 
process, become unhappy and mishandle job demands, 
and ultimately leave the organization.'” Reverse résumé 
viewing is an intriguing additional process that orga- 
nizations might consider to enhance their RJPs.” It 
involves the job candidate reviewing the résumés of 
current employees such as their supervisor, peers, and/ 
or subordinates. That way, the job candidate can make 
a more informed decision about their fit with the orga- 
nization. There are, of course, significant privacy issues 
to address and résumés could not be used without the 
employee’s consent. 

Job candidates who receive RJPs view the organi- 
zation as honest and also have a greater ability to cope 
with the demands of the job.*! RJPs perform another 
important function: they reduce uncertainty.” Knowing 
what to expect, both good and bad, gives a newcomer a 
sense of control that is important to job satisfaction and 
performance. With today’s emphasis on ethics, organi- 
zations need to do all they can to be seen as operating 
consistently and honestly. Realistic job previews are one 
way in which companies can provide ethically required 
information to newcomers. Ultimately, RJPs result in 
more effective matches, lower turnover, and higher 
organizational commitment and job satisfaction,”? There 
is much to gain, and little to risk, in providing realistic 
job information.” 

In summary, the needs and goals of individuals 
and organizations can clash during entry into the 
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organization. To avoid potential mismatches, individ- 
uals should conduct a careful self-analysis and provide 
accurate information about themselves to potential 
employers. Organizations should present realistic job 
previews to show candidates both the positive and nega- 
tive aspects of the job, along with the potential career 
paths available to the employee. 


FOUNDATIONS FOR A 
SUCCESSFUL CAREER 


In addition to planning and preparation, building a career 
takes attention and self-examination. One way you can 
build a successful career is by becoming your own career 
coach; another is by developing your emotional intelli- 
gence, which is an important attribute if you want to suc- 
ceed in your organization. Do the Self-Assessment at the 
end of the chapter now to measure the current state of 


your flexibility skills. 


Becoming Your Own Career Coach 


The best way to stay employed is to see yourself as being 
in business for yourself, even if you work for someone 
else. Know what skills you can package for other 
employers and what you can do to ensure that your skills 
are current. Organizations need employees who have 
acquired multiple skills and are adept at more than one 
job. Employers want employees who have demonstrated 
competence in dealing with change.” To be successful, 
think of organizational change not as a disruption to your 
work but instead as the central focus of your work, as we 
discussed in Chapter 17. You will also need to develop 
self-reliance, to deal effectively with the stress of change. 
Self-reliant individuals take an interdependent approach 
to relationships and are comfortable both giving and 
receiving support from others. 

The people who will be most successful in the new 
career paradigm are individuals who are flexible, team 
oriented (rather than hierarchical), energized by change, 
and tolerant of ambiguity. Those who will become frus- 
trated in the new career paradigm are individuals who 
are rigid in their thinking and learning styles and who 
have high needs for control. A commitment to contin- 
uous, lifelong learning will prevent you from becoming 
a professional dinosaur.®° An intentional and purposeful 
commitment to taking charge of your professional life 
will be necessary in managing the new career paradigm. 

Behaving in an ethical manner, standing by your 
values, and building a professional image of integrity is 
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also very important. Major organizations conduct exten- 
sive reference checks on their applicants—not only with 
the references supplied by the applicants, but also with 
friends of such references. Behaving ethically is not only 
a benefit to your job application but also can help you 
withstand pressures that might endanger your career. 
One study suggests that executives succumb to the 
temptation of fraud because they feel pressure to keep 
up with inflated expectations and changes in cultural 
norms, short-term versus long-term orientations, board 
of directors’ composition, and senior leadership in the 
organization.” 


Emotional Intelligence and Career Success 


Almost 40 percent of new managers fail within the first 
18 months on the job.* What are the reasons for the 
failure? Newly hired managers fame out because they 
fail to build good relationships with peers 
and subordinates (82 percent of failures), 
are confused or uncertain about what 
their bosses expect (58 percent of fail- 
ures), lack political skills (50 percent of 
failures), and are unable to achieve the 
two or three most important objectives 
of the new job (47 percent of failures). 
You’]] note that these failures are all due 
to a lack of human (rather than technical) 
skills. 

We have discussed the concept of 
emotional intelligence (EI) as an im- 
portant determinant of conflict management skills. 
Daniel Goleman argues that emotional intelligence 
is a constellation of the qualities that mark a star per- 
former at work. These attributes include self-awareness, 
self-control, trustworthiness, confidence, and empathy, 
among others. Goleman’s belief is that emotional com- 
petencies are twice as important to people's success 
today as raw intelligence or technical know-how. He also 
argues that the further up the ranks you go, the more 
important emotional intelligence becomes.” Employers, 
either consciously or unconsciously, look for emotional 
intelligence during the hiring process. In addition to 
traditionally recognized competencies such as com- 
munication and social skills, interns with higher levels 
of emotional intelligence are rated as more hireable 
by their host firms than those with lower levels of EI.*! 
Neither gender seems to have comered the market on 
EI. Both men and women who can demonstrate high 
levels of EI are seen as particularly gifted and may be 
promoted more rapidly.” For example, organizations 
such as Wrigley, CIBC, Canada Life, and McDonnell 
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Emotional intelligence 
is important to career 
success in many 


cultures. 


Douglas use EI in hiring and training.** LOréal has 
found emotional intelligence to be a profitable selec- 
tion tool. Salespeople selected on the basis of emotional 
competence outsold those selected using the old method 
by an average of $91,370 per year. As an added bonus 
for the firm, these salespeople also had 63 percent less 
turnover during the first year than those selected in the 
traditional way. 

Emotional intelligence is important to career success 
in many cultures. A recent study in Australia found that 
high levels of emotional intelligence are associated with 
job success. EI improves your ability to work with other 
team members and to provide high-quality customer ser- 
vice, and workers with high EI are more likely to take 
steps to develop their skills. This confirms North Amer- 
ican studies that portray high emotional intelligence as an 
important attribute for the upwardly mobile worker.* 

The good news is that emotional intel- 
ligence can be developed and does tend 
to improve throughout life. Some compa- 
nies are providing training in emotional 
intelligence 
Express began sending managers through 
an emotional competence training pro- 
gram. It found that trained managers out- 
performed those who lacked this training. 
In the year after completing the course, 
managers trained in emotional compe- 
tence grew their businesses by an average 
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of 18.1 percent compared to 16.2 percent 
for those businesses whose managers were untrained.” 


(>) THE CAREER STAGE MODEL 


A common way of understanding careers is viewing them 
as a series of stages through which individuals pass during 
their working lives.* Figure 18.3 presents the career stage 
model, which will form the basis for our discussion in the 
remainder of this chapter.” The career-stage model shows 
that individuals pass through four stages in their careers: 
establishment, advancement, maintenance, and with- 
drawal. It is important to note that the age ranges shown are 
approximations; that is, the timing of the career transitions 


varies greatly among individuals. 
Establishment is 

the first stage of a per- 

The — activi- 


sons career. stage of a person’s career in which 
ties that occur in this stage the person learns the job and 

. egins to fit into the organization 
centre around learning pd g 


; and occupatioii. 
the job and fitting into the 
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THE CAREER STAGE MODEL 


Career stage — 


Maintenance 


Advancement 


Establishment 


Early adulthood —————: 


2» Middle adulthood 


(17-39) (40-60) 
Life stage 
(age) 
organization and  occupa- 


advancement The second, 
high achievement-oriented career 
stage in which people focus on 
increasing their competence. 


maintenance The third stage 
in an individual's career in which 
the individual tries to maintain 
productivity while evaluating 
progress toward career goals. 


withdrawal The final stage in 
an individual's career in which the 
individual contemplates retirement 
or possible career changes. 


tion. Advancement is a 
high achievement—oriented 
stage in which people focus 
on increasing their compe- 
tence. The maintenance 
stage finds the individual 
trying to maintain produc- 
tivity while evaluating prog- 
ress toward career goals. The 
withdrawal stage involves 
contemplation of retirement 
or possible career change. 


IN ACTION ae 


Me workers in the sandwich generation find themselves 
caught between taking care of their children and their 


elderly parents. KPMG offers a backup childcare service for 
employees whose babysitting arrangements fall through and 
has a shared-leave program in which employees can donate 
personal time to colleagues experiencing a family emergency. 
Most unique of KPMG’s work-life balance initiatives is its 
three-part eldercare benefit. This benefit consists of an online 
information and referral service to connect employees with 
eldercare organizations, up to 20 days of backup care for elderly 
relatives per year, and paid time off or a leave of absence to care 
for elderly relatives. These programs have reduced turnover and 
improved morale for KPMG. 
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——— Late adulthood 


Along the horizontal axis 
in Figure 18.2 are the corre- 
sponding life stages for each 
career stage. These life stages 
are based on the pioneering 
research on adult development 
conducted by Levinson and 
his colleagues. Levinson con- 
ducted extensive biographical 
interviews to trace the life 
stages of men and women. He 


Withdrawal 


interpreted his research in two 
books, The Seasons of a Man's 
Life and The Seasons of a 
Woman’s Life.* Levinson’s life 
stages are characterized by an 


(60+) 


alternating pattern of stability 
and transition. Throughout 
the discussion of career stages 
that follows, we weave in the transitions of Levinson’s 
life stages. Work and personal life are inseparable, and to 
understand a person's career experiences, we must also 
examine the unfolding of the person’s own experiences. 
You can see that adult development provides unique 
challenges for the individual and that there may be 
considerable overlap between the stages. Now let us 
examine each career stage in detail. 


THE ESTABLISHMENT STAGE 


During the establishment stage, the individual begins 
a career as a newcomer to the organization. This is a 
period of great dependence on others, as the individual 
is learning about the job and the organization. The estab- 
lishment stage usually occurs during the beginning of the 
early adulthood years (ages 18 to 25). During this time, 
Levinson notes, an important personal life transition into 
adulthood occurs: the individual begins to separate from 
their parents and becomes less emotionally and finan- 
cially dependent. Following this period is a fairly stable 
time of exploring the adult role and settling down. The 
transition from school to work is a part of the establish- 
ment stage. Many graduates find the transition to be a 
memorable experience. The following description was 
provided by a newly graduated individual who went to 
work at a large public utility: 

We all tried to one-up each other about jobs we 
had just accepted . . . bragging that we had the highest 
salary, the best management training program, the most 
desirable coworkers, the most upward mobility . . . and 
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believed we were destined to become future corporate 
leaders. . . . Every Friday after work we met for happy 
hour to visit and relate the events of the week. It is inter- 
esting to look at how the mood of those happy hours 
changed over the first few months . . . at first, we jock- 
eyed for position in terms of telling stories about how 
great these new jobs were, or how weird our bosses 
were. . .. Gradually, things quieted down at happy hour. 
The mood went from “Wow, isn’t this great?” to “What in 
the world have we gotten ourselves into?” There began 
to be general agreement that business wasn’t all it was 
cracked up to be.” 

Establishment is thus a time of big transitions in 
both personal and work life. At work, two major tasks 
face the newcomer: negotiating effective psychological 
contracts and managing the stress of socialization. 


Psychological Contracts’ 


A psychological contract is an implicit agreement 
between the individual and the organization that speci- 
fies what each is expected to give and to receive in the 
relationship.*' Individuals expect to receive salary, status, 
advancement opportunities, and challenging work to 
meet their needs. Organizations expect to receive time, 
energy, talents, and commitment in order to meet their 
goals. Working out the psychological contract with the 
organization begins with entry, but the contract is modi- 
fied as the individual proceeds through the career. 
Psychological contracts can also form and exist 
During the 
stage, newcomers form attachment relationships with 


between — individuals.” establishment 
many people in the organization. Working out effec- 


tive psychological contracts within each relationship 


TABLE 18.2 | 


Direct assistance in terms of resources, 
time, labour, or environmental modification 


Protection from 
stressors 


Provision of information necessary for 
managing demands 


Informational 


Evaluative Feedback on both personal and profes- 
sional role performances 

Modelling Evidence of behavioural standards provided 
through modelled behaviour 

Emotional Empathy, esteem, caring, or love 


is important. Newcomers need social support in many 
forms and from many sources. Table 18.2 shows the type 
of psychological contracts, in the form of social support, 
that newcomers may work out with key insiders in the 
organization. 


Socialization Stress 


One common newcomer concern, for example, is whose 
behaviour to watch for cues to appropriate behaviour. 
Senior colleagues can provide modelling support by dis- 
playing behaviour that the newcomer can emulate. This is 
only one of many types of support that newcomers need. 
Newcomers should contract with others to receive each 
of the needed types of support so that they can adjust to 
the new job. Organizations can also help newcomers form 
relationships early and should encourage the psychological 
contracting process between newcomers and insiders. 
Broken or breached psychological contracts can have det- 
rimental outcomes. The influence of a broken psychological 
contract is often felt even after an employee leaves a job. 
Laid-off employees who feel that a psychological contract 
breach has occurred are not only unhappy with their former 
firms but also may be both more cynical and less trusting of 
their new employers.” 


_ THE ADVANCEMENT STAGE 


The advancement stage is a 


period when many individ- 
uals strive for achievement. 
They seek greater responsi- 
bility and authority and strive 


individual and an organization 


4 


) BAMTSOr INSIDER RESPONSE/ — ‘ 
CTION 


What are the major risks/ 
threats in this environment? 


What do | need to know to 
get things done? 


How am | doing? 
Whom do! follow? 


Do! matter? Who cares if 
I'm here or not? 


Supervisor cues newcomer to risks/threats 


Mentor provides advice on informal 
political climate in organization 


Supervisor provides day-to-day 
performance feedback during first week 
on new job 


Newcomer is apprenticed to senior 
colleague. 


Other newcomers empathize with and 
encourage individual when reality shock 
sets in, 


SOURCE: Table from D. L. Nelson, J. C. Quick, and J. R. Joplin, "Psychological Contracting and Newcomer Socialization: An Attachment Theory Foundation,” Journal of Social Behavior and Personality 6 (1991): 65. Reprinted 


with permission. 
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Unemployment and Immigration 

mmigrants face higher unemployment than Canadian-born individuals. In the GTA, the unemployment 
ie hetwsert 26 aed 2011 for working-age recent immigrants was 10.92 percent compenen fo > 56 
percent for Canadian born. The unemployment/underemployment of immigrants in Canada costs more 
than $30 billion annually—about 2 percent of GDP—in lost income for immigrants. 


To address such talent waste, programs such as the Rotman School of Management's Business 
Edge for Internationally Educated Professionals provide coaching and training. 
By 2031, one in three workers across the country will be born outside Canada. 


SOURCES; “Immigrant Employment: facts and Figures, TRIE," accessed from https://triec.ca/about-us/focus-on-immigrant employment, October 5, 2018; “Immigrant 
Labour Market Outcomes in Canada: The Benefits of Addressing Wage and Employment Gaps,” RBC Economics, 2011, accessed from http://www.fbC com/newsroom 
pdf/12 19-201 1-immigration.pdf, September 15, 2018. 


career path A sequence of 
job experiences that an employee 
moves along during their career. she 


career ladder A structured 
series of job positions through A 
which an individual progresses in 
an organization. 
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for upward mobility. Usually around age 30, an important 
life transition occurs.“ Individuals reassess their goals and 
feel the need to make changes in their career dreams. 
The transition at age 30 is followed by a period of sta- 
bility during which the individual tries to find a role in 
adult society and wants to succeed in a career. During this 
stage, several issues are important: exploring career paths, 
finding a mentor, working out dual-career partnerships, 
and managing conflicts between work and personal life. 


Career Paths and Career Ladders 


Career paths are sequences of job experiences along 
which employees move during their careers. * At the 
advancement stage, individuals examine their career 
dreams and the paths they must follow to achieve those 
dreams. For example, suppose a person’s dream is to 
become a top executive in the pharmaceutical industry. 
She majors in chemistry in undergraduate school and 
takes a job with a nationally recognized firm. 

After she has adjusted to her job as a quality control 
chemist, she reevaluates her plan and decides that further 
education is necessary. She plans to pursue an MBA degree 
part-time, hoping to gain expertise in management. From 
there, she hopes to be promoted to a supervisory position 
within her current firm. If this does not occur within five 
years, she will consider moving to a different pharmaceutical 
company. An alternate route 
would be to try to transfer to 
a sales position, from which 
might 
Management. 
career ladder is 
a structured series of job 
positions through which an 


advance into 
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Mike Smith, 
Co-founder No. 22 
Bicycle Company 


ike Smith completed a B.Comm. degree and then went 
M:. to do a combined Law/MBA degree. During his under- 
graduate studies, he worked at Pieriks Cycle Shop. Although 
Smith was successful in his articling and was asked back, he felt 
that his entrepreneurial spirit might not make him a good long- 
term fit in a large law firm. 

Instead, he co-founded No. 22 Bicycle Company, having 
already made titanium bicycles for personal use. The number 
22 comes from the periodic table for titanium. The bicycles 
cost between $7,000 and $10,000 and “are viewed in a unique 
way by the cycling community—as objects of beauty that also 
happen to be beautiful to ride.’ The mission of the company is 
that it “strives to create forward-thinking, feature-rich titanium 
frames tempered by a legacy of experience.” 

The company opened up its own titanium factory in 2014. 
It is staffed by skilled staff who have considerable experience in 
frame building. Smith notes that 2018 is a year of change for the 
company. He comments, “We've always tried to err on the side 
of setting ourselves up for growth. I'm sure we'll continue that 
by maybe not paying ourselves as much now to make it easier 
to grow for tomorrow.” 

SOURCE: C. Gillespie, “MBA and law graduate changes career gears to launch a bicycle 
company,’ The Globe and Mail, August 15, 2018, https://www.theglobeandmail.com/ 


business/careers/business-education/article-mba-and-law-graduate-changes-career 
~gears-to-launch-a-bicycle-company/ 
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individual progresses in an organization. For example, a 
person may go through a series of alternating line and 
staff supervisory assignments to advance toward upper 
management. Supervisors in customer service might be 
assigned next to the training staff and then rotate back as 
line supervisors in network services to gain experience in 
different departments. 

Some companies use the traditional concept 
of career ladders to help employees advance in 
their careers. Other organizations take a more con- 
temporary approach to career advancement. Sony 
encourages creativity from its engineers by using non- 
traditional career paths. At Sony, individuals have the 
freedom to move on to interesting and challenging 
job assignments without notifying their supervisors. 
If they join a new project team, their current boss is 
expected to let them move on. This self-promotion 
philosophy at Sony is seen as’a key to high levels of 
innovation and creative new product designs. 

There has been heightened interest in interna- 
tional assignments by multinational corporations in 
response to globalization and global staffing issues. 
One challenge in this regard has been that most expa- 
triate assignments are not successful and organizations 
have been facing the challenge of properly training and 
preparing individuals for such assignments. Alternative 
international work assignments (e.g., commuter work 
assignments, virtual assignments, short-term assign- 
ments, etc.) can be used to help individuals gain inter- 
national work experience in preparation for higher 
levels in the organization.“ 

Another approach used by some companies to 
develop skills is the idea of a “career lattice’—an 
approach to building competencies by moving laterally 
through different departments in the organization or 
by moving through different projects. Top management 
support for the career lattice is essential because in tra- 
ditional firms an employee who has made several lateral 
moves might not be viewed with favour. However, the 
career lattice approach is an effective way to develop an 
array of skills to ensure one’s employability.” 

The career paths of many women have moved 
from working in large organizations to starting their 
own businesses. Currently, there are about one mil- 
lion women-owned businesses in Canada. Women 
are at the forefront of two primary drivers of current 
small business growth: the rise in one-person opera- 
tions and “seniorpreneurs” (small business owners 
over the age of 55).*° The main reasons for this exodus 
to entrepreneurship are to seek additional challenge 
and self-fulfillment and to have more self-determina- 
tion and freedom.” 
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Exploring career paths is one irnportant activity in 
advancement. Another crucial activity during advance- 
ment is finding a mentor. 


Finding a Mentor 


A mentor is an individual who provides guidance, 
coaching, counselling, and friendship to a protégé. Men- 
tors are important to career success because they per- 
form both career and psychosocial functions.” 

The career functions provided by a mentor include 
sponsorship, facilitating exposure and visibility, coaching, 
and protection. Sponsorship means actively helping the 
individual get job experiences and promotions. Facilitating 
exposure and visibility means providing opportunities for 
the protégé to develop relationships with key figures in 
the organization in order to advance. Coaching involves 
providing advice in both career and job performance. Pro- 
tection is provided by shielding the protégé from poten- 
tially damaging experiences. A more positive strategy is to 
focus on career functions through career coaching, One 
study found that the amount of career coaching received 
by protégés was related to more promotions, and higher 
salaries four years later.°! Career functions are particularly 
important to the protégé’s future success. While it may be 
tempting to go after the “top dog” as your mentor, person- 
ality compatibility is also an important factor in the suc- 
cess or failure of a mentoring relationship. 

The mentor also performs psychosocial functions. 
Role modelling occurs when the mentor displays behav- 
iour for the protégé to emulate. This facilitates social 
learning. Acceptance and confirmation is important to 
both the mentor and protégé. When the protégé feels 
accepted by the mentor, it fosters a sense of pride. Like- 
wise, positive regard and appreciation from the junior 
colleague provide a sense of satisfaction for the mentor. 
Counselling by a mentor helps the protégé explore per- 
sonal issues that arise and require assistance. Friend- 
ship is another psychosocial function that benefits both 
mentor and protégé alike. 

In effective mentoring relationships, there is regular 
contact between mentor and protégé that has clearly 
specified purposes. Mentoring should be consistent with 
the organization’s goals and culture. Both mentors and 
protégés alike should be trained in ways to manage the 
relationship. Mentors should be held accountable and 
rewarded for their role. Mentors should be perceived 
(accurately) by protégés as 
having considerable influ- 
ence within the organiza- 
tion.2 Mentors who are 
similar to their protégés 


mentor An individual who 
provides guidance, coaching, 
counselling, and friendship to a 
protégé. 
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in terms of personality traits such as extraversion, and 
whose expectations are largely met by the relation- 
ship, are more likely to show interest in continuing the 
arrangement.” RBC, for example, has a mentoring pro- 
gram called RBC Diversity Dialogues. It is a reciprocal 
mentoring program currently involving 180 employees, 
The program connects two people with different profes- 
sional experiences and backgrounds to learn about lead- 
ership and diversity from each other.” 

Mentoring programs are also effective ways of 
addressing the challenge of workforce diversity. The 
mentoring process, however, presents unique problems, 
including the availability of mentors, issues of language 
and acculturation, and cultural sensitivity. Negative ste- 
reotypes can limit racialized members’ access to men- 
toring relationships and the benefits associated with 
mentoring.” To address this problem, organizations can 
facilitate access to mentors. Informal mentoring pro- 
grams identify pools of mentors and protégés, provide 
training in the development of effective mentoring and 
diversity issues, and then provide informal opportunities 
for the development of mentoring relationships. 

Network groups are another avenue for mentoring. 
Network groups help members identify with those few 
others who are like them within an organization, build 
relationships with them, and build social support. Net- 
work groups enhance the chance that minorities will find 
mentors.*° IBM Canada, for example, has an Aboriginal 
Peoples Network Group, Black IBM Network Group, 
Blue Q (Gay, Lesbian, Bisexual, and ‘Transgender 
employees), East Asian Diversity Network Group, Latin 
American Network Group, South Asian Network Group, 
Mens Association, and a People Enablement Network 
Group focused on Persons with Disabilities.” 

Networks also increase the likelihood that individ- 
uals will have more than one mentor. Individuals with 
multiple mentors, such as those gained from mentoring 
networks, have even greater career success than those 
with only one mentor.* 

Some companies have formal mentoring programs. 
PricewaterhouseCoopers (PwC) uses the mentoring 
model to help its interns. Each intern is assigned both 
a peer mentor to help with day-to-day questions and an 
experienced mentor to help with larger issues such as 
career path development. As an international firm, PwC 
also employs similar methods overseas. In PwC's Czech 
Republic operations, a team of two mentors—one of 
whom is called a “counsellor” —fills the same guidance role 
as the two mentors generally fill for its other employees.” 

Mentoring has had a strong impact in shaping the 
identities of the major accounting firms. In one study, 
every partner who was interviewed reported having at 
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least one mentor who played a critical role in their attain- 
ment of the partnership and beyond. Protégés’ identities 
are shaped through mentoring, and their work goals, lan- 
guage, and even lifestyles reflect the imperatives of the 
firm.” Protégés are schooled on partners’ “hot buttons” 
(what not to talk about), what to wear, to “tuck in the tie,” 
and not to cut the grass without wearing a shirt (1). 

Although some organizations have formal men- 
toring programs, junior employees more often are left 
to negotiate their own mentoring relationships. The bar- 
riers to finding a mentor inchide lack of access to men- 
tors, fear of initiating a mentoring relationship, and fear 
that supervisors or coworkers might not approve of the 
mentoring relationship. Individuals may also be afraid to 
initiate a mentoring relationship because it might be mis- 
construed as a sexual advance by the potential mentor or 
others. This is a fear of potential mentors as well. Some 
are unwilling to develop a relationship because of their 
own or because of the protégé’s gender. Women report 
more of these barriers than men, and individuals who 
lack previous experience report more barriers to finding 
a mentor.®! 

Organizations can encourage junior workers to 
approach mentors by providing opportunities for them 
to interact with senior colleagues. The immediate super- 
visor is not often the best mentor for an individual. so 
exposure to other senior workers is important. Seminars, 
multilevel teams, and social events can serve as vehicles 
for bringing together potential mentors and protégés. 

Mentoring relationships go through a series of 
phases: initiation, cultivation, separation, and redefini- 
tion. There is no fixed time length for each phase because 
each relationship is unique. In the initiation phase, the 
mentoring relationship begins to take on significance 
for both the mentor and the protégé. In the cultivation 
phase, the relationship becomes more meaningful, and 
the protégé shows rapid progress because of the career 
and psychosocial support provided by the mentor. Pro- 
tégés influence mentors as well. 

In the separation phase, the protégé feels the need to 
assert independence and work more autonomously. Sep- 
aration can be voluntary, or it can result from an involun- 
tary change (the protégé or mentor may be promoted or 
transferred). The separation phase can be difficult if it is 
resisted, either by the mentor (who is reluctant to let go 
of the relationship) or by the protégé (who resents the 
mentors withdrawal of support). 

The redefinition phase occurs if separation has been suc- 
cessful. In this phase, the relationship takes on a new identity 
as both parties consider themselves colleagues or friends. The 
mentor feels pride in the protégé, and the protégé develops a 
deeper appreciation for the support from the mentor. 
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Why are mentors so important? Aside from the sup- 
port they provide, the research shows that mentors are 
important to the protégé’s future success. For example, 
studies have demonstrated that individuals with mentors 
have higher promotion rates and higher incomes than 
individuals who do not have mentors.®? Professionals who 
have mentors earn between $5,600 and $22.000 more 
per year than those who do not.® Individuals with men- 
tors also are better decision makers. It is not just the 
presence of the mentor that yields these benefits; the 
quality of the relationship is most important.® 


Dual-Career Partnerships 


During the advancement stage, manv individuals face 
another transition: they settle into a relationship with a 
life partner. This lifestyle transition requires adjustment 
in many respects: learning to ljve with another person, 
being concerned with someone else, dealing with an 
extended family, and many other demands. The partner- 
ship can be particularly stressful if both members are 
career oriented. 

The two-career lifestyle has increased in recent years 
due in part to the need for two incomes to maintain a pre- 
ferred standard of living. Dual-career partnerships 
are relationships in which both people have important 
career roles. This type of partnership can be mutually 
beneficial. but it can also be stressful. Often these stresses 
centre around lingering stereotypes that providing income 
is a man’s responsibility and taking care of the home is the 
woman's domain. Among married couples, working wom- 
ens satisfaction with the marriage is affected by how much 
the husband shares childcare. Men who adhere to tradi- 
tional gender beliefs may be threatened if the wife’s income 
exceeds their own. Beliefs about who should do what in the 
partnership complicate the dual-career issue. 

One stressor in a dual-career partnership is time 
pressure. When both partners work outside the home, 
there may be a time crunch fitting in work, family, and 
leisure time. Another potential problem is jealousy. 
When one partners career blooms before the other's, 
the partner may feel threatened.” Another issue to work 
out is whose career takes precedence. For example, what 
happens if one partner is transferred to another city? 
Must the other partner make a move that might threaten 
their own career in order to be with the individual who 
was transferred? Who, if anyone, will stay home and take 
care of a new baby? 

Working out a dual-career partnership takes careful 
planning and consistent communication between the 
partners. Each partner must serve as a source of social 
support for the other. Couples can also turn to other 
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IN ACTION 


XN is a member-based organization to support the 

advancement, development, and recognition of profes- 
sional women in Canada. Its core value is that “[e]quity and 
inclusion make industry stronger and society better. Through 
engaging topics and remarkable speakers, WXN is able to 
bring inspiration and intellect to the podium.” It is part of the 
Phasenyne Network of Companies, which includes the Canadian 
Board Diversity Council. 

Among its programs, WXN offers Wisdom Mentoring™. The 
program matches up-and-coming successful women with men- 
tors from the community of Canada’s Most Powerful Women: 
Top 100™ Award Winners. The women have the opportunity 
to have four one-hour mentoring sessions with the Top 100™. 
They participate in classes as well and learn about how to have 
a mutually beneficial mentor—mentee relationship. 


SOURCE: WXN, Wisdom Mentoring™, https://wxnetwork.com/wxn/mentoring/, 
accessed September 16, 2018. 


family members, friends, and professionals for support 
if the need arises. 


Work—Home Conflicts 


An issue related to dual-career partnerships that is faced 
throughout the career cycle, but often first encountered 
in the advancement phase, is the conflicts that occur 
between work and personal life. Experiencing a great deal 
of work-home conflict negatively affects an individual's 
overall quality of life. Work-home conflicts can lead to 
emotional exhaustion. Dealing with customer complaints 
all day, failed sales calls, and missed deadlines can magnify 
negative events at home, and vice versa.” Responsibilities 
at home can clash with responsibilities at work, and these 
conflicts must be planned for. For example, suppose a 
child gets sick at school. Who will pick up and stay home 
with the child? Couples must work together to resolve 
these conflicts. Even at Eli Lilly and Co., only 36 percent 
of workers said it is possible to get ahead in their careers 
and still devote sufficient time 
to family. This is surprising, 
because Lilly has a reputation 
as one of the world’s most 
family-friendly workplaces.” 


relationship in which both 
people have important 
career roles. 
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flexible work schedule A 


work 


employees discretion in order to 
accommodate personal concerns. 


eldercare Assistance in caring 
for elderly parents and/or other 


People in the advancement stage are also dealing 
with developmental and life-stage changes. The midlife 
transition, which takes place approximately between 
ages 40 and 45, is often a time of crisis. Levinson points 
out three major changes that contribute to the midlife 
transition: 


1. People realize that their lives are half over and that 
they are mortal. 


2. Age 40 is considered by people in their 20s and 30s 
to be “over the hill” and not part of the youthful 
culture. 


3. People reassess their dreams and evaluate how 
close they have come to achieving their dreams. 


Midlife transition can add a layer of stress to the 
challenges employees face during the advancement 
stage. 

Work-home conflicts are particular problems for 
working women." Women have been quicker to share 
the provider role than men have been to share respon- 
sibilities at home.” When working women experience 
work-home conflict, their performance declines, and 
they suffer more strain. 

Work-home conflict is a broad topic. It can be nar- 
rowed further into work-family conflict, in which work 
interferes with family, versus family-work conflict, in 
which family or home life interferes with work.” Cul- 
tural differences arise in these types of conflicts. One 
study showed that while North Americans experience 
more family—work conflict, Chinese experience more 
work—family conflict.” For example, women in manage- 
ment positions in China were very positive about future 
advancements and carried a strong belief in their ability 
to succeed. This, in turn, caused them to reevaluate their 
personal and professional identities. Such an identity 
transformation is marked by happiness associated with 
career advancement, even though many women foresaw 
emotional costs with such career advancement. This 
study indicated that female Chinese managers experi- 
ence work—family conflict in part because the Chinese 
culture emphasizes close social ties and guanxi.™ 


WAYS TO MANAGE WORK-HOME CONFLICT To help 
individuals deal with work— 
home conflict, companies 
can offer flexible work 
schedules.® Programs such 
as flextime give employees 


schedule that allows 


freedom to take care of per- 


sonal concerns while. still 


elderly relatives. 
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getting their work done. 
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Organization-sponsored childcare is another way to 
help. Organizations with on-site daycare centres include 
Johnson & Johnson, University of Toronto, and Campbell 
Soup. Syscon Justice Systems, a software firm located in 
Richmond, BC, has an onsite daycare centre. According 
to Syscon’s CEO, Floyd Sully, “(childcare] is not a 
women’s issue, it’s a business issue. . . . It’s a parental 
issue. .. . The fact that women have to go out and work 
puts it into stark relief.””® While large organizations may 
offer corporate daycare, small ones can also assist their 
workers by providing referral services for locating the 
type of childcare the workers need. For smaller organi- 
zations, this can be a cost-effective alternative.”” At the 
very least, organizations need to be sensitive to work— 
home conflicts and handle them on a case-by-case basis 
with flexibility and concern. 

A program of increasing interest that organizations 
can provide is eldercare. Often workers find themselves 
part of the sandwich generation as they are expected to 
care for both their children and their elderly parents. 
Approximately one million Canadians care for both their 
children and their parents. This extremely stressful 
role is reported more often by women than men.” The 
impact of caring for an aging loved one is often underes- 
timated. But 17 percent of those who provide care even- 
tually quit their jobs due to time constraints, and another 
15 percent cut back their work hours for the same reason.” 
Caring for an elderly relative at home can create severe 
work—home conflicts for employees and also takes a toll on 
the employee’s own well-being and performance at work. 
This is especially the case if the organization is not one that 
provides a supportive climate for discussion of eldercare 
issues.”! Harvard University has taken steps to help its faculty 
and staff deal with eldercare issues by contracting with Par- 
ents In A Pinch, a firm that specializes in nanny services and 
now also offers eldercare. Catholic Children’s Aid Society 
of Greater Toronto offers compassionate top-up leave pay- 
ments (to 70 percent for eight weeks) for employees taking 
time off to care for a loved one.® 

John Beatrice is one of a handful of men making 
work fit their family, rather than trying to fit family 
around career. John remembers his father working most 
of the night so he could be at John’s athletic events during 
the day, and John wants the same for his family. So while 
job sharing, flexible scheduling, and telecommuting 
have traditionally been viewed as meeting the needs of 
working mothers, John and other men are increasingly 
taking advantage of such opportunities. In John’s case, 
flexible work hours at Emst & Young allow him to spend 
part of his mornings and afternoons coaching a high 
school hockey team. In John’s assessment, flexible work 
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hours actually led him to work more hours than he would 
otherwise, and he’s happier about doing it. Not surpris- 
ingly, John’s employer also benefits from the arrange- 
ment; after 19 years, John is more loyal than ever and 
still loves what he does.*# 

Alternative work arrangements such as flextime, 
compressed workweeks, work-at-home arrangements, 
part-time hours, job sharing, and leave options can help 
employees manage work-home conflicts. Managers 
must not let their biases get in the way of these benefits. 
Top managers may be less willing to grant alternative 
work arrangements to men than to women, to supervi- 
sors than to subordinates, and to emplovees caring for 
elderly parents rather than children. It is important that 
family-friendly policies be applied fairly. 


(5 THE MAINTENANCE STAGE 


Maintenance may be a misnomer for this career stage, 


because some people continue to grow in their careers, 
although the growth is usually not at the rate it was ear- 
lier. A career crisis at midlife may accompany the midlife 
transition. A senior product manager at Borden found 
himself in such a crisis and described it this way: “When 
I was in college, I had thought in terms of being presi- 
dent of a company. ... But at Borden I felt used and cor- 
nered. Most of the guys in the next two rungs above me 
had either an MBA or fifteen to twenty years of experi- 
ence in the food business. My long-term plans stalled.”** 

Some individuals who reach a career crisis are 
burned out, and a month’s vacation will help, according 
to Carolyn Smith Paschal, who owns an executive search 
firm. She recommends that organizations give employees 
in this stage sabbaticals instead of bonuses to help reju- 
venate them. 

Some individuals reach the maintenance stage 
with a sense of achievement and contentment, feeling 
no need to strive for further upward mobility. Whether 
the maintenance stage is a time of crisis or contentment, 
however, there are two issues to grapple with: sustaining 
performance and becoming a mentor. 


Sustaining Performance 


Remaining productive is a key concern for individuals in 
the maintenance stage. This becomes challenging when 
you reach a career plateau, a point where the prob- 
ability of moving further up the hierarchy is low. Some 
people handle career plateauing fairly well, but others 
may become frustrated, bored, and dissatisfied with 


their jobs. 
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To keep employees productive, organizations can 
provide challenges and opportunities for learning. Lat- 
eral moves are one option. Another option is to involve 
the employee in project teams that provide new tasks 
and skill development. The key is to keep the work stim- 
ulating and involving. Individuals at this stage also need 
continued affirmation of their value to the organization. 
They need to know that their contributions are signifi- 
cant and appreciated.” 


Becoming a Mentor 


During maintenance, individuals can make a contribution 
by sharing their wealth of knowledge and experience with 
others. Opportunities to be mentors to new employees can 
keep senior workers motivated and involved in the organi- 
zation. It is important for organizations to reward mentors 
for the time and energy they expend. Some employees 
adapt naturally to the mentor role, but others may need 
training on how to coach and counsel junior workers. 

Maintenance is a time of transition, like all career 
stages. It can be managed by individuals who know 
what to expect and plan to remain productive, as well 
as by organizations that focus on maximizing employee 
involvement in work. According to Levinson, during 
the latter part of the maintenance stage, another life 
transition occurs. The age-50 transition is another 
time of reevaluating the dream and working further 
on the issues raised in the midlife transition. Following 
the age-50 transition is a fairly stable period. During this 
time, individuals begin to plan seriously for withdrawing 
from their careers. It is important for organizations to 
reward mentors for the time and energy they expend. 
Kram notes that there are four keys to the success of 
a formal mentoring program: (1) participation should 
be voluntary. No one should be forced to enter a men- 
toring relationship, and careful matching of mentors and 
protégés is important; (2) support from top executives 
is needed to convey the intent of the program and its 
role in career development; (3) training should be pro- 
vided to mentors so they understand the functions of the 
relationship and (4) a graceful exit should be provided 
for mismatches or for people in mentoring relationships 
who have fulfilled their purpose.” 


187 THE WITHDRAWAL STAGE 


The withdrawal stage usu- | career plateau A point 


inan 


ally occurs later in life and __ individual's career in which the 


signals that a long period 


, the hierarchy is low. 
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employees to reduce their hours 
and/or responsibilities in order to 
ease into retirement. 


bridge employment 
Employment that takes place after 
a person retires from a full-time 
position but before the person’s 


will soon come to a close. Older workers may face dis- 
crimination and stereotyping. They may be viewed by 
others as less productive, more resistant to change, and 
less motivated. However, older workers are one of the 
most undervalued groups in the workforce. They can 
provide continuity in the midst of change and can serve 
as mentors and role models to younger generations of 
employees. 

Discrimination against older workers is prohibited 
by law. Organizations must create a culture that values 
older workers’ contributions. With their level of experi- 
ence, strong work ethic, and loyalty, these workers have 
much to contribute. In fact, older workers have lower 
rates of tardiness and absenteeism, are more safety con- 
scious, and are more satisfied with their jobs than are 
younger workers.” 


Planning for Change 


The decision to retire is an individual one, but the 
need for planning is universal. A retired sales exec- 
utive from Boise Cascade said that the best advice 
is to “plan no unplanned retirement.” This means 
carefully planning not only the transition but also the 
activities an individual will be involved in once the 
transition is made. All the options should be open 
for consideration. One recent trend is the need for 
temporary top-level executives, Some companies are 
hiring senior managers from the outside on a tempo- 
rary basis. The qualities of a good temporary executive 
include substantial high-level management experi- 
ence, financial security that allows the executive to 
choose only assignments that really interest them, 
and a willingness to relocate.*’ Some individuals at 

the withdrawal stage find this an attractive option. 
Planning for retirement should include not only 
financial planning but also a plan for psychologically 
withdrawing from work. The pursuit of hobbies and 
travel, volunteer work, or more time with extended 
family can all be part of the plan. The key is to plan early 
and carefully, as well as to anticipate the transition with 
a positive attitude and a full 


sed retirement An slate of desirable activities. 


gement that allows 


Retirement 


There are several retirement 
trends right now, ranging from 
early retirement to phased 
retirement to never retiring. 


permanent withdrawal from the Some adults are choosing a 
workforce. combination of these options, 
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leaving their first career for some time off before reentering 
the workforce either part-time or full-time doing some- 
thing they enjoy. For more and more North Americans, the 
idea of a retirement spent sitting beside a swimming pool 
sounds—for lack of a better word—boring. Factors that 
influence the decision of when to retire include company 
policy, financial considerations, family support or pressure, 
health, and opportunities for other productive activities.” 

During the withdrawal stage, the individual faces a 
major life transition that Levinson refers to as the late 
adulthood transition (ages 60 to 65). A person’s own mor- 
tality becomes a major concern and the loss of family 
members and friends becomes more frequent. The 
person works to achieve a sense of integrity in life—that 
is, the person works to find the encompassing meaning 
and value in life. 

Retirement need not be a complete cessation of 
work. Many alternative work arrangements can be con- 
sidered, and many organizations offer flexibility in these 
options. Phased retirement is a popular option for 
retirement-age workers who want to gradually reduce 
their hours and/or responsibilities. There are many forms 
of phased retirement, including reduced workdays or 
workweeks, job sharing, and consulting and mentoring 
arrangements. Many organizations cannot afford the loss 
of large numbers of experienced employees at once. This 
means there is an increase in bridge employment, 
which is employment that takes place after a person 
retires from a full-time position but before the per- 
son's permanent withdrawal from the workforce. Bridge 
employment is related to retirement satisfaction and 
overall life satisfaction. 

Some companies are helping employees transition 
to retirement in innovative ways. Retired individuals 
can continue their affiliation with the organization by 
serving as mentors to employees who are embarking 
on retirement planning or other career transitions. This 
helps diminish the fear of loss some people have about 
retirement because the retiree has an option to serve as 
a mentor or consultant to the organization. 

Some retirement-agers may go through a second 
midlife “crisis.” Vickie Ianucelli, for example, bought 
a condo on a Mexican beach, celebrated a birthday in 
Paris, bought herself a 9.5-karat ring, and got plastic sur- 
gery. She's a psychologist who is also a 60-plus grand- 
mother of two.” 

Lawrence Livermore National Labs (LLNL) 
employs some of the best research minds in the world. 
And when these great minds retire from full-time work, 
they have numerous opportunities to continue con- 
tributing. LLNLs retiree program website lists a wide 


variety of requests, ranging from guiding tours and 
making phone calls to providing guidance on current 
research and helping researchers make contact with 
other researchers.” Programs like this one help LLNL 
avoid the typical knowledge drain that takes place when 


seasoned veteran employees retire. 


(> CAREER ANCHORS 


Much of an individual's self-concept rests upon a career. 
Over the course of the career, career anchors are devel- 
oped. Career anchors are self-perceived talents, 
motives, and values that guide an individual’s career 


decisions.” Schein developed the concept of career 
anchors based on a 12-year study of MBA graduates 
from the Massachusetts Institute of Technology (MIT). 
Schein found great diversity in the graduates’ career his- 
tories but great similarities in the way they explained the 
career decisions they had made.” From extensive inter- 
views with the graduates, Schein developed the career 
anchors. 


There are five career anchors. 


1. Technical/functional competence. Individuals who 
hold this career anchor want to specialize in a 
given functional area (for example, finance or mar- 
keting) and become competent. The idea of gen- 
eral management does not interest them. 

2. Managerial competence. Adapting this career 
anchor means individuals want general manage- 
ment responsibility. They want to see their efforts 
have an impact on organizational effectiveness. 


3. Autonomy and independence. Freedom is the key 
to this career anchor, and often these individuals 
are uncomfortable working in large organizations. 
Autonomous careers such as writer, professor, or 
consultant attract these individuals. 

4. Creativity. Individuals holding this career anchor 
feel a strong need to create something. They are 
often entrepreneurs. 

5. Security/stability. Long-term career stability, 
whether in a single organization or in a single geo- 
graphic area, fits people with this career anchor. 
Some government jobs provide this type of security: 


Career anchors emerge over time and may be 
modified by work or life experiences.’ The importance 
of knowing your career anchor is that it can help you 
find a match between you and an organization. For 
example, individuals with creativity as an anchor may 
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find themselves stifled in bureaucratic organizations. 
Textbook sales may not be the place for an individual 
with a security anchor because of the frequent travel and 
seasonal nature of the business. 


(> CAREER RESOURCES 


In the last section of the book, the focus will move 
from the theoretical to the applied. There are some key 
individual, team, and organizational skills required to 
manage your career well. As Figure 18.4 shows, there 
are some key drivers today that will shape the sorts of 
skills that you will need in a very few years. 

First, you need to develop a good understanding of 
who you are, what you value, what you do well, and what 
you need to improve. In addition to the material in Part 2 
of the book, there are many tools to help you. The most 
popular is Richard N. Bolles’s What Color Is My Para- 
chute? A Practical Manual for Job-Hunters and Cavreer- 
Changers. It was originally self-published in 1970, is 
updated annually, and now sells 20,000 copies monthly! 
Another valuable resource is Daniel Pink’s The Adventures 
of Johnny Bunko—The Last Career Guide You'll Ever 
Need, a manga-style business book that has been translated 
into more than 10 languages and received many awards. As 
well, here are some useful career management websites: 


https://www.glassdoor.com 
https://www.talentegg.com 
https:/Avww.vault.com 
https:/Avww.workopolis.com 


http:/Avww.canadastop 100.com/national 
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https://www. tenthousandcoffees.com 


As much of your work will be done in teams, it is 
vital that you understand team dynamics and team deci- 
sion making, discussed in Chapters 7 and 9. In addition, 
there are many books on teams. One that has become 
popular for its storytelling style, coupled with its rich 
insights, is Patrick M. Lencioni’s The Five Dysfunctions 
of a Team: A Leadership Fable. He identifies five signifi- 
cant and typical problems in teams and then suggests 
way to address them. 

In Chapter 13, you learned about organizational 
culture and its impact on shaping behaviour in organiza- 
tions. It is vitally important 
that you understand the 
nuances of organizational 
life so that you don’t make 
errors Or 


and values that guide an 


ae individual's career decisions. 
career-limiting 
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FUTURE WORK SKILLS 2020 


Workforce 


Skill Needed in Future | Key Driver 


that Will 
Shape Skill 


Smart Tech Sense-making 


Machines take over 
some human tasks 


Novel and Adaptive 
Thinking 


ee 


ahraiysis never 


Transdisciplinary 


© @ Ben Pear 


New Media Literacy 


Design Mindset 


Longevity Virtual Collaboration 


® © 


People are living 
longer. 


Cross-cultural 
Competency 


© © 


Cognitive Load 
Media Management 


Computational 
Thinking 


Social Intelligence 


SOURCE: Based on https://cdrn.business2community.com/wp-content/uploads/2014/06/important-work-skills1.png; http://www.iftorg/futureworkskilts/. 


engage in career-killer behaviours. To address career- 
limiting or -killing behaviour, you have to be brutally 
honest with yourself to assess, for example, if you are 
self-absorbed, needy, boring, mechanical, judgmental, 
insensitive, or overly self-promoting.” 

As you prepare for the world of work, take time for 
self-assessment, work on your team skills, and research 


STUDY 
TOOLS 6B 
IN THE BOOK YOU CAN .... 


L] Rip out the Chapter Review card at the end of the book 
to review Key Concepts and Key Terms. 


L] Take a“What about You?” Quiz related to material in the 
chapter. 


L] Read additional cases in the Mini Case and Shopify Running 
Case sections. 
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in detail the organizations you are interested in and then 
determine the extent to which you fit. Remember, your 
career is a journey and there will be many good times 
if you work hard at managing your career. Throughout 
your career, be sure to have regular discussions with your 
mentor and/or your boss about your career path and your 
progress on the path.'”° 


ONLINE YOU CAN ... NELSON.COM/STUDENT 


L] Take a“What about You?” Quiz related to material in the 
chapter. 


L] Test your understanding with a quick Multiple-Choice 
Pre-Test quiz. 


C) Read the eBook, which includes discussion points for 
questions posed in the Cases. 


L} Watch Videos related to chapter content. 


[] Use the available Flashcards and Matching Quizzes to test 
your understanding of key terms and concepts. 


CL] See how much you've learned by taking a Post-Test. 
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WHAT ABOUT YOU? 


Assess Your Flexibility Skills 


Use the following scale to rate the frequency with which you per- 

form the behaviours described in each question. Place the cor- 

responding number (1-7) in the blank preceding the statement. 
RARELY 
IRREGULARLY 
OCCASIONALLY 
USUALLY 
FREQUENTLY 
ALMOST ALWAYS 
CONSISTENTLY y 7 


an uu fF wWwWwN 


1, I manage a variety of assignments with varying 
demands and complexities. 


2. | adjust work plans to account for new circum- 
stances. 


3. | modify rules and procedures in order to meet 
operational needs and goals. 


4. | work with ambiguous assignments when neces- 
sary and use these when possible to further my 
goals and objectives. 


5. | rearrange work or personal schedules to meet 
deadlines. 


6. In emergencies, | respond to the most pressing 
needs first. 


7. | change my priorities to accommodate unexpected 
events. 


8. | manage my personal work overload by seeking 
assistance or by delegating responsibility to others. 

9. | vary the way | deal with others according to their 
needs and personalities. 


10. | help others improve their job performance, or | 
assign tasks that will further their development. 


11. | accept the authority of my manager but continue 
to demonstrate my initiative and assertiveness. 


12. | work well with all types of personalities. 


13. | measure my performance on the job against the 
feedback | receive. 


14. I correct performance deficits that have been 
brought to my attention. 
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15. When | disagree with my manager's appraisal of my 
work, | discuss our differences. 


16. | seek training and assignments that can help me 
improve my job-related skills. 

17. In disagreements concerning work-related issues, 
| look at matters impersonally and concentrate on 
the facts, 

18. | make compromises to get problems moving 
toward resolution. 


19. | look for new and better ways to accomplish my 
duties and responsibilities. 


20. | offer to negotiate all the areas of disagreement. 


Figure A: Flexible Behaviours Questionnaire 
(FBQ) Scoring 


SKILL AREA ITEMS SCORE 
Working with new, changing, i234 
and ambiguous situations 
Working under pressure 5,0) 7,.6 
Dealing with different 9,10, 11, 12 
personal styles 
Handling feedback 13, 14, 15, 16 
Resolving conflicts 17, 18, 19, 20 
TOTAL SCORE 
FBQ Scoring 


The scoring sheet in Figure A summarizes your responses for the 
FBQ. It will help you identify your existing strengths and pin- 
point areas that need improvement. 


FBQ Evaluation 


Figure B shows score lines for your total score and for each cat- 
egory measured on the FBQ. Each line shows a continuum from 
the lowest score to the highest. 


The score lines in Figure B show graphically where you stand 
with regard to the five flexible behaviours. If you have been 
honest with yourself, you now have a better idea of your relative 
strengths and weaknesses in the categories that make up the 
skills of flexibility. 
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Figure B: Flexible Behaviours Questionnaire (FBQ) Evaluation 


TOTAL SCORE 
110 140 Highest score 


Lowest score 20 


CATEGORY SCORES 


Working with new, changing, and ambiguous situations 

4 10 16 22 28 
Dealing with different personality styles 

10 16 22 28 


Resolving conflicts 


SOURCE: From Fandt. Management Skills, 1£. © 1994 Custom Solutions, a part of Cengage Inc. Reproduced by permission. www.cengage.com/permissions 


My Friend Morgan 


ou have just hung up from speaking with your friend 
Morgan and your supervisor is due in your office any 
time now. 


You have known Morgan for many years. You attended the 
same high school and knew Morgan as an acquaintance but 
wouldn't say the two of you were friends. Whereas you enjoyed 
academic and athletic pursuits, Morgan was rebellious and 
often in trouble. During high school, it was a known fact that 
Morgan had been caught shoplifting but didn’t suffer any real 
consequences. You saw Morgan cheat on exams in high school 
on more than one occasion. You also know that Morgan had 
confessed to often stealing money from their parents and 
would arrive late and leave early from a part-time job 

at the local McDonald's but would write in the full shift on 
time sheets. 


You and Morgan both attended the same university nearly 

500 miles away. You each majored in business, had a couple 

of classes together, and began sharing rides home. You got to 
know Morgan, and you were even glad to see a familiar face 
while you were so far from home. You were both accepted into 
the university's MBA program, and over the course of these uni- 
versity years, you became very good friends with Morgan; you 
were even in Morgan's wedding following graduation. Coin- 
cidentally, you both received attractive job offers (in separate 
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Working under pressure 
10 16 22 
Handling feedback 

16 22 


22 


departments) from the major employer in your hometown; you 
both accepted the offers and returned home. 


Morgan and their spouse frequently socialize with you and your 
spouse. They often come over on weekends, and you usually 
meet for lunch at least once a week. Although Morgan has 
matured and “straightened out” for the most part, you believe 
that Morgan’s ethical and moral standards are sometimes 
questionable. For example, last fall Morgan was caught being 
unfaithful. Thankfully, they were able to repair their marriage, 
and this has never happened again. Morgan has also confessed 
to you that they recently lied to a supervisor to gain additional 
time to finish an assignment. Morgan often copies and mails 
personal items at the company’s expense and even failed to 
report to payroll that a personal expenditure had not been 
deducted from the last paycheque. Furthermore, Morgan 
cheated on income taxes a few years ago. You don’t mean to 

be keeping an ethics balance sheet on Morgan, but you have 
had several private discussions with Morgan regarding the 
questionable nature of these types of behaviours. You believe 
that these conversations have helped Morgan to see things ina 
new light and have positively impacted their behaviour. 


You've recently been promoted to District 4 manager. Your 
regional manager is on her way to meet with you to get your 
recommendation for filling the District 3 manager position. 
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Morgan has just phoned to ask for your support and recom- 
mendation for this position. To Morgan's benefit, they have 
been a hard worker for this company, has always had posi- 
tive evaluations, and is well liked. Although you feel loyalty 
to Morgan and know that Morgan is a good employee, you 
also want to make a good impression in your new position 
and wonder if Morgan is really the best (and safest) person to 
recommend for the job. 


Your regional manager has just arrived at your office. She gets 
right to the point, asking if you have any recommendations for 
the District 3 manager's position. Do you recommend Morgan? 
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Apply Your Understanding 


1. What responsibilities or obligations do the reader and 
Morgan owe to themselves, the organization, their profes- 
_ sion, their peers, and the business community? 
2. What are the implications of their behaviour and deci- 
sions? 
3. Does a company have the right to know about employees’ 


off-work behaviour? At what point does personal life spill 
over into work life? 
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SHOPIFY 


DEV DEGREE ADDRESSING BRAIN GAIN 


Shopify is expanding and has many openings. It is interested 
in candidates who have impact and are ambitious. There 

are many roles from internships to UX developers to director 
of datastores. As described elsewhere in this book, it would 
seem that people enjoy working at Shopify. Its overall rating 
is 4.1 out of 5 from 312 reviewers on Glassdoor.ca. Seventy- 
nine percent of the reviewers would recommend Shopify to 
their friends while 90 percent approved of the CEO, Tobias 
Lutke. Here is a small sample of the comments on Glassdoor: 
(1) “Finally a place for me”, (2) “Great place to work"; and 

(3) “No better place for growth." 


Shopify recognizes that there is a “brain gain” in Canada. The 
company has created a program called Dev Degree, which 
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~ RUNNING CASE 


integrated work and learning. It combines a degree from 
Carleton University with a co-op experience. Students 
work with mentors to gain essential skills and address real 
workplace technological challenges. Shopify recently was 


recognized as the Top Toronto Employer Brand in Hired’s 
Brand Health Report. Hired's 2017 list of organizations’ brand 
positivity placed Shopify third, after SpaceX in Los Angeles 
and Google in the San Francisco area 


| 


Shopify seems to be addressing 
the organization more diverse anc 
Satish Kanwar, VP & GM of CI 
about its diversity and inclusi 
diverse teams in inclusive envirc 


line results—better organizatio 


stronger financial outcomes 


SOURCES: “Shopify,’ accessed from https://www.glassdoor.ca/Benefits/Shopify-Canada-Benefits 
-El_JE675933.0,7_1L.8,14_IN3.htm, September 28, 2018; J-M. Lemieux, B. Dorland, and !. Givoni, “How to 
Sustain Canada’s Brain Gain,’ The Globe and Mail, May 31, 2018, accessed from https://www.theglobeandmail 
.com/business/commentary/article-how-to-sustain-canadas-brain-gain, September 28, 2018;"2017 
Global Brand Health Report,’ Hired, accessed from https://hired.com/blog/highlights/hired-brand-health 
-report-2017, September 28, 2018; E. Blaskie; “Satish Kanwar, Shopify, on the Importance of Diversity and 
Inclusivity,’ September 18, 2018, accessed from https://www.|-spark.com/satish-kanwar-shopify-on-the 
-importance-of-diversity-and-inclusivity, September 28, 2018 


Apply Your Understanding 


1. What accounts for Shopify’s positive ratings? 
2. Would you like to work there? Why or why not? 
3. Should other organization develop programs like 


sity al + 


Dev Degree? Why? Why not 
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Organizational Behaviour and Opportunities 


ONCEPTS 


dat 


Define organizational behaviour. Organizational behaviour (8) is 
individual behaviour and group dynamics in organizations. The foundation 

of organizational behaviour is human behaviour, so the study of OB involves 
understanding individuals’ behaviour in terms of their history and personal 
value systems and examining the external factors to which a person is subject. 
Organizational behaviour has grown out of contributions from psychology, 
sociology, engineering, anthropology, management, medicine, and economics. 


1-2 ’ 

identify four action steps for responding positively in times of 
change. Change is an opportunity when a person has a positive attitude, asks 
questions, listens, and is committed to succeed. People in change situations often 
become rigid and reactive, rather than open and responsive. Such behaviour may 
work well in the face of gradual, incremental change. However, rigid and well- 
learned behaviour ‘s a counterproductive response to significant change. 


1-3 

Identify the important system components of an organization. 
Organizations are open systems composed of people, structures, and 
technologies committed to achieving a task. The organization as a system also 
has an external task environment composed of different constituents, such as 
suppliers, customers, and federal regulators. The organization system takes inputs, 
converts them into throughputs, and delivers outputs to its task environment. 


1-4 

Describe the formal 

and informal elements 
of an organization. 
Organizations have formal and 
informal elements. The formal 
organization is the official, 
legitimate, and most visible 
part that enables people to 
think of organizations in logical 
and rational ways. The informal 
organization is unofficial 

and less visible. The informal 
elements of the organization 
are often points of diagnostic 
and intervention activities in 
organization development. 


1-5 

Understand the diversity of organizations in the economy. 
Canada’s 2016 GDP is worth US$1,529.76 billion or approximately 2.47 percent 
of the world economy. It is composed of manufacturing organizations, service 


Social surtace 
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opportunities Favourable 
times or chances for progress and 
advancement. 


change The transformation or 
modification of an organization and/or 
its stakeholders. 


challenge The call to competition, 
contest, or battle. 


organizational behaviour The 
study of individual behaviour, group 
dynamics and structural choices in 
organizations. 


psychology The science of human 
behaviour. 


sociology The science of society. 


engineering The applied science of 
energy and matter. 


anthropology The science of the 
learned behaviour of human beings. 


management [he study of 
overseeing activities and supervising 
people in organizations. 


medicine The applied science of 
healing or treatment of diseases to 
enhance an individual's health and 
well-being. 
economics The study of theories, 
principles, and models that seek to 
understand and explain how markets 
work. 


structure The systems of 
communication, authority, and 
workflow. 


people The human resources of the 
organization. 

task An organization's mission, 
purpose, or goal for existing. 


formal organization The official, 
legitimate, and most visible part of the 
system. 
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scientific management An 
atomistic view of management. 


informal organization The 
unofficial and less visible part of the 
system. 


Hawthorne studies Studies 
conducted during the 1920s and 1930s 
that discovered the existence of the 
informal organization. 


objective knowledge Knowledge 
that results from research and scientific 
activities. 


skill development The mastery 
of abilities essential to successful 
functioning in organizations. 


organizations, privately owned companies, and non-profit organizations; all 
contribute to our national well-being. Understanding a variety of organizations 
will help you develop a greater appreciation for your own organization and for 
others in the world of private business enterprises and non-profit organizations. 


1-6 

Evaluate the opportunities that change creates for organizational 
behaviour. The changes and challenges facing managers are driven by 
international competition and customer demands. Managers in this environment 
must be aware of the risks associated with downsizing and marginalization of part- 
time workers. Organizations also face regular challenges in the areas of globalization, 
workforce diversity, ethics and character, and technological innovation. 


1-7 

Demonstrate the value of objective knowledge and skill 
development in the study of organizational behaviour. Although 
organizational behaviour is an applied discipline, students are not “trained” in 
organizational behaviour. Rather, they are “educated” in organizational behaviour 
and are coproducers in learning. To enrich your study of organizational 
behaviour, take the learning styles assessment at the end of Chapter 1. 


Learning organizational behaviour involves these steps. 


Learning activity 


Mastery of 
basic objective 
knowledge 


Application 
of knowledge 


and Skills 


1-8 

Explain the process of organizational design thinking. Design 
thinking is an important new idea and practice. It requires managers to think 
more like designers when they handle problems. Managers need to use 
heuristics rather than algorithms when they look at organizational challenges. 
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2-1 

Describe the factors that affect organizations competing in the 
global economy. Globalization suggests that the world is free from national 
boundaries and is borderless. In transnational organizations, the global viewpoint 
supersedes national issues; organizations operate across long distances and 
employ a multicultural mix of workers. Social and political issues affect global 
operations and strategy development. 


Power 
distance 


inaividgualism 


Is 


Collectivism 


Long-vs. ; Masculinity 
short-term VS 
orientation Femininity 


Uncertainty 
avoidance 


SOURCE: Hofstede’s Cultural Dimensions, accessed from https://www.business-to-you.com/hofstedes-cultural-aimensions/, June 30, 2018 


2-2 

Explain how cultural differences form the basis of work-related 
attitudes. individualistic cultures emphasize and encourage individual 
achievement, whereas collectivist cultures view group loyalty and unity as 
paramount. Other factors affecting work-related attitudes are power distance, 
uncertainty avoidance, masculinity versus femininity, time orientation, and indulgence. 
Developing cross-cultural sensitivity training, cultural task forces, and global 
human resource management is critical to success. 


2-3 

Describe the diverse groups that make up today’s business 
environment. Diversity encompasses all forms of differences among 
individuals, including culture, gender, age, ability, religion, personality, social 
status, and sexual orientation. Benefits from diversity include human talent, 
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transnational organization An 
organization in which the global 
viewpoint supersedes national issues. 


guanxi The Chinese practice of 
building networks for social exchange. 


expatriate manager A manager 
who works in a country other than their 
home country. 


individualism A cultural orientation 
in which people belong to loose social 
frameworks, and their primary concern 
is for themselves and their families. 


collectivism A cultural orientation in 
which individuals belong to tightly knit 
social frameworks, and they depend 
strongly on large extended families or 
clans. 


power distance The degree to 
which a culture accepts unequal 
distribution of power. 


uncertainty avoidance The degree 
to which a culture tolerates ambiguity 
and uncertainty. 


masculinity The cultural orientation 
in which assertiveness and materialism 
are valued, 


femininity The cultural orientation 
in which relationships and concern for 
others are valued. 


time orientation Whether a culture's 
values are oriented toward the future 
(long-term orientation) or toward the 
past and present (short-term orientation). 


indulgence Indulgent cultures value 
leisure time, freedom, and personal 
control. 


diversity All forms of individual 
differences, including culture, gender, 
age, ability, religion, personality, social 
status, and sexual orientation. 

glass ceiling A transparent barrier 


that keeps women from rising above a 
certain level in organizations. 
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glass cliff Senior women finding 
themselves disproportionately 
represented in untenable leadership 
positions. 


consequential theory An 
ethical theory that emphasizes the 
consequences or results of behaviour. 


rule-based theory An ethical 
theory that emphasizes the character 
of the act itself rather than its effects. 


character theory An ethical! 
theory that emphasizes the character, 
personal virtues, and integrity of the 
individual. 


distributive justice The fairness of 
the outcomes that individuals receive 
in an organization. 


procedural justice The fairness of 
the process by which outcomes are 
allocated in an organization. 


whistle blower An employee who 


informs authorities of the wrongdoings 


of their company or coworkers. 


social responsibility The obligation 
of an organization to behave in ethical 


ways. 


technology The intellectual and 
mechanical processes used by an 
organization to transform inputs 
into products or services that meet 
organizational goals. 


expert system A computer-based 
application that uses a representation 
of human expertise in a specialized 
field of knowledge to solve problems. 


robotics The use of robots in 
organizations. 


telecommuting Electronically 
transmitting work from a home 
computer to the office. 


marketing, creativity and iiinovation, problem solving, and flexibility. Potential 
problems include resistance to change, lack of cohesiveness, communication, 


conflicts, and decision making. 


2-4 

Discuss the role of ethics, character, and personal integrity in the 
organization. Ethical theories help us understand, evaluate, and classify moral 
arguments; make decisions; and then defend conclusions about what is right and 
wrong, Ethical theories can be classified as consequential, rule-based, or character. 


2e5 

Explain five issues that pose ethical dilemmas for managers and 
employees. Organizations experience a variety of ethical and moral dilemmas 
such as employee rights, sexual harassment, organizational justice, whistle 
blowing, and social responsibility. Managers can use ethical theories to guide 
them through moral choices and ethical decisions. 


2-6 

Describe the effects of technological advances on today’s 
workforce. Technological advances have prompted alternative work 
arrangements, improved working conditions, increased skilled jobs, and brought 
disadvantaged individuals into the workforce. They have also generated stress, 
workaholism, and fear of being replaced by technology or being displaced into 
jobs of lower skill levels. 


The Four-Way Test 
ot what we think, say, or do 


f. ts it the TRUTH? 


2. Is it FAIR to all concerned? 


Will it build GOODWILL and better friendships? 


© Pill it be BENEFICIAL to ali concerned? 


SOURCE: Rotary international 


reinvention The creative application 
of new technology. 
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Personality and Perception 


ONCEPTS 


3-1 


Describe individual differences and their importance in 
understanding behaviour. Individual differences are skills, abilities, 
personalities, perceptions, attitudes, emotions, and ethics. (Skills, abilities, 
personalities, perceptions are discussed in Chapter 3; attitudes, emotions, and 
ethics discussed in Chapter 4.) To understand human behaviour, we must 
know something about the person and something about the situation and 
environmental influences 


3-2 

Explain how personality influences behaviour. Personality is an 
individual difference that lends consistency to a person’s behaviour. The Big 
Five trait dimensions (or the six HEXACO trait dimensions) as well as core self- 
evaluation, self-monitoring, and positive/negative affect influence performance 
and attitudes. 


3-3 


Discuss the practical assessment of personality theories in 
organizations. An understanding of personality enhances the understanding 


knowledge, leaders can choose appropriate ways to interact with others 


3-4 

Define social perception and explain the factors that affect it. 
Social perception is the process of interpreting information about another person. 
There are four components of social perception: observation, attribution, 
integration, and confirmation. 


3-5 
Identify how biases create barriers to social perception. Fach 
component of social perception (observation, attribution, integration, and 
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individual differences The way 
in which factors such as skills, abilities, 
personalities, perceptions, attitudes, 
values, and ethics differ from one 
individual to another. 


interactional psychology The 
psychological approach that 
emphasizes that in order to understand 
human behaviour, we must know 
something about the person and 
about the situation. 


abilities Natural capacities that allow 
an individual to perform a particular 
task successfully. 


skills Talents that have been acquired 
through deliberate and sustained 
effort. 


g factor A measure of an individual's 
general mental ability. 


personality A relatively stable set 
of characteristics that influences an 
individual's behaviour. 


traits Distinguishing qualities or 
features of a person. 


core self-evaluation The 
positiveness of an individual's self- 
concept; comprised of locus of 
control, self-esteem, self-efficacy, and 
neuroticism. 


locus of control An individual’s 
generalized belief about internal 
control (self-control) versus external 
control (control by the situation or by 
others). 


general self-efficacy An 
individual's general belief that they are 
capable of meeting job demands in a 
wide variety of situations. 


self-esteem An individual's general 
feeling of self-worth. 
self-monitoring The extent to 


which people base their behaviour on 
cues from other people and situations. 
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positive affect An individual's 
tendency to accentuate the positive 
aspects of themselves, other people, 
and the world in general. 


negative affect An individual's 
tendency to accentuate the negative 
aspects of themselves, other people, 
and the world in general. 


strong situation A situation that 
overwhelms the effects of individual 
personalities by providing strong cues 
for appropriate behaviour. 


projective tests A measure of 
personality that relies on an individual’s 
interpretation of an ambiguous or 
abstract image. 


behavioural measures A 
personality assessment that examines 
behaviour in a controlled environment. 


self-report questionnaire A 
personality assessment tool that 
analyzes an individual's responses to a 
series of questions. 


Myers-Briggs Type Indicator 
(MBTI)° instrument A self-report 
questionnaire personality assessment 
tool. 


Extraversion (E) A preference for 
interaction with other people. 


Introversion (I) A preference for 
spending time alone. 


Sensing (S) Gathering information 
through the five senses. 


Intuition (N) A preference for 
gathering information through 
associations and focusing on what 
“could be" rather than what actually is. 


Thinking (T) A preference for 
making decisions in a logical, objective 
fashion. 


Feeling (F) A preference for making 
decisions in a personal, value-oriented 
way. 


Judging (J) A preference for closure 
and completion in making decisions. 


Perceiving (P) A preference for 
exploring many alternatives and 
maintaining flexibility. 


social perception The process of 
interpreting information about another 
person. 


confirmation) is subject to cognitive biases, which are mistakes in reasoning, 
evaluating, and remembering, that occur due to heuristics. Some of the most 
cormmmon barriers include selective perception, stereotyping, fundamental 
attribution error, self-serving bias, projection, first-impression error, the halo 
effect, recency effect, contrast effect, and self-fulfilling prophecies. 


3-0 


Describe how individuals manage others’ impressions. Though 
impression management often has negative connotations, individuals engage 

in impression management in most social interactions. Impression management 
can be accomplished through self-disclosure, managing appearances, 
ingratiation, aligning actions, and altercasting. Understanding social perception 
in organizations may help individuals who compete for jobs, favourable 
performance evaluations, and salary increases. 


discounting principle The 
assumption that an individual’s 
behaviour is accounted for situational 
factors, not personality. 


attribution theory The process 
used by individuals to explain the 
causes of their own behaviour and that 
of others. 


consensus An informational cue 
indicating the extent to which peers in 
the same situation behave in a similar 
fashion. 


distinctiveness An informational 
cue indicating the degree to which an 
individual behaves the same way in 
other situations. 


consistency An informational cue 
indicating the frequency of behaviour 
over time. 


perceptual screen The 
psychological process that evaluates 
all input. 


heuristic Mental shortcuts or 
information-processing “rules of 
thumb" to reduce information to 
manageable levels. 


cognitive bias Mistakes in reasoning, 
evaluating, and remembering as 

a result of holding on to one’s 
preferences and beliefs. 


implicit bias Biases that are 
subconscious or unrecognized, 


selective perception The process 
of selecting information that supports 
one’s viewpoints while discounting 
information that threatens those 
Views. 


stereotype A generalization about a 
group of people. 


fundamental attribution 

error The tendency to make 
attributions to internal causes when 
focusing on someone else’s behaviour. 


self-serving bias The tendency 
to attribute one’s own successes to 
internal causes and one’s failures to 
external causes. 


projection Overestimating the 
number of people who share our own 
beliefs, values, and behaviours. 


first-impression error The 
tendency to form lasting opinions 
about an individual based on initial 
perceptions. 


halo effect When one aspect of a 
person is viewed positively, resulting 
in all aspects of that person being 
assumed positive. 


recency effect The tendency to 
weigh recent events more than earlier 
events. 


contrast effect The tendency to 
diminish or enhance the measure of 
one target through comparison with 
another recently observed target. 


self-fulfilling prophecy The 
situation in which our expectations 
about people affect our interaction 
with them in such a way that our 
expectations are fulfilled. 


impression management The 
process by which individuals try to 
control the impressions others have of 
them. 
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ONCEPTS 


4-1 


Discuss the definition and importance of emotions. Emotions are 
mental states including feelings, physiological changes, and the inclination to 
act and are normal parts of human functioning and decision making. Positive 
emotions that travel through a work group produce cooperation and task 
performance. The opposite also occurs when negative emotions destroy 
morale and performance. Many jobs require emotional labour, expressing 
particular emotions even if they are not being truly felt. Doing so is easier if one 
is emotionally intelligent, a set of skills that refer to recognizing and managing 
both one’s own emotions and those of others. Accurate recognition of others’ 
emotions can be difficult if one is not aware of the emotional display rules they 
are following. 

4-2 

Explain the ABC model of an attitude. The ABC model says attitudes 
have three components: the affective (feeling) part, the cognitive (thinking) part, 


and the behavioural (intention to act) part. The ABC mode! shows that we must 
assess all three components to understand a person's attitude. 


4-3 


Describe how attitudes are formed. Attitudes are learned through direct 


experience and social learning. Culture also plays a definitive role in attitude 
development. The relationship between attitude and behaviour depends on 
five things: attitude specificity, attitude relevance, timing of measurement, 
personality factors, and social constraints 


4-4 

Identify sources and consequences of work attitudes. Attitudes 
affect work behaviour. Demanding jobs over which employees have little control 
negatively affect employees’ work attitudes. A positive psychological climate 
can generate positive attitudes and good performance. Job satisfaction is a 
pleasurable or positive emotional state resulting from the appraisal of one’s job 
or job experiences. Job satisfaction correlates with organizational performance, 
organizational citizenship behaviour, turnover, and attendance 


Individuals who identify strongly with the organization are more likely to 
perform organizational citizenship behaviour—behaviour above and beyond the 
call of duty. Workplace deviance behaviour is a result of negative attitudes and 
consists of counterproductive behaviour that violates organizational norms and 
harms others or the organization. 


4-5 

Describe how characteristics of the source, target, and message 
affect persuasion. Through persuasion, one individual (the source) tries 

to change the attitude of another person (the target) in regard to a certain 
issue (the message). Three major characteristics of the source affect persuasion: 
expertise, trustworthiness, and attractiveness. Targets with low self-esteem o1 
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emotions Mental states that typically 
include feelings, physiological changes, 
and the inclination to act. 


emotional labour The need to 
manage emotions in order to perform 
one’s job effectively. 


emotional dissonance Conflict 
between what a person feels and what 
the person is expected to express. 


emotional intelligence The 
ability to understand and manage of 
emotions in oneself and others. 


emotional display 

rules Expectations regarding what 
emotions are appropriate to express in 
specific situations. 


emotional contagion A process 
through which one person's emotions 
and related behaviours elicit similar 
emotions in others. 


attitude A set of emotions, beliefs 
and behaviours expressed when we 
evaluate a person or an object. 


affect The emotional component of 
an attitude. 


cognition The process of 
understanding through thought, 
experience, and the senses. 


social learning The process of 
deriving attitudes from family, peer 
groups, and culture. 


cognitive dissonance A state 
of tension that is produced through 
conflict between attitudes and 
behaviour. 


job satisfaction A pleasurable 

or positive emotional state resulting 
from the appraisal of one’s job or job 
experiences. 

organizational citizenship 


behaviour Behaviour that is above 
and beyond the call of duty. 
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workplace deviance 

behaviour Counterproductive 
behaviour that violates organizational 
norms and harms others or the 
organization. 


organizational commitment The 
strength of an individual's identification 
with an organization. 


affective commitment The type 
of organizational commitment that 
is based on an individual's desire to 
remain in an organization. 


continuance commitment The 
type of organizational commitment 
that is based on the fact that an 
individual cannot afford to leave. 


normative commitment The 
type of organizational commitment 
that is based on an individual's 
perceived obligation to remain with an 
organization. 


ethical behaviour Acting in ways 
consistent with one’s personal values 
and the commonly held values of the 
organization and society. 


values Enduring beliefs that a 
specific behaviour or end state of 
existence is preferable. 


cognitive moral 

development The process of 
moving through stages of maturity in 
terms of making ethical decisions. 


in a good mood are easier to persuade. Individuals with extreme attitudes or 
high self-esteem are more resistant. The elaboration likelinood model proposes 
that persuasion occurs through the central route and the peripheral route 
differentiated by the amount of elaboration, scrutiny, or motivation in the 


message. 


Motivated to process? 


endur 18] 


persuasion, and predictive of 


4-6 

Describe the consequences of individual and organizational 
ethical behaviour. Ethical behaviour is acting in ways consistent with your 
personal values and the commonly held values of the organization and society. 
Firms with better reputations attract more applicants, creating a larger hiring 
pool, and evidence suggests that respected firms can choose higher-quality 
applicants. Unethical behaviour by employees can affect individuals, work teams, 
and even the organization. 


4-7 

Identify the factors that affect ethical behaviour. Factors that 
influence an individual's ethical behaviour are values, locus of control, 
Machiavellianism (a willingness to do whatever it takes to get one’s own way), 
and an individual's level of cognitive moral development. Organizations can offer 
guidance by encouraging ethical behaviour through codes of conduct, ethics 
committees, ethics communication systems, training, norms, modelling, rewards 
and punishments, and corporate social responsibility programs. 
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Define motivation and explain the difference between needs 
theories and process theories of motivation. (Motivation is the process 
of arousing and sustaining goal-directed behaviour, and it refers to the forces 
that influence the direction, intensity, and persistence of a person’s efforts, 
Motivation theories may be broadly classified into needs theories and process 
theories. Needs theories focus on the variables within an individual and ask 
“What do people need in order to feel motivated?” Process theories focus on 
external forces and ask “What processes can direct or sustain motivation?” 


Sime 

Explain how Maslow’s need hierarchy is related to Theory X 

and Theory Y and ERG theory. Maslow’s hierarchy of needs sets out 

five categories of internal needs (physiological, safety, social, esteem, self- 
actualization), and argues that an unsatisfied need is a motivating need. Maslow’s 
progression hypothesis claims that people progress upward through the levels 
of needs toward self-actualization. 


Theory X and Theory Y explains that managers see employees as either 
inherently lazy, working only for sustainable income, and motivated by 
physiological and safety needs (Theory X); or self-directed, internally motivated 
by love, esteem, and self-actualization needs (Theory Y). 

ERG theory groups Maslow’s five internal needs into three categories: Existence 
(physiological, and physical safety needs); Relatedness (interpersonal safety and 
esteem, and love needs); Growth (self-actualization and self-esteem needs). ERG 
theory added a regression hypothesis to Maslow’s model and explained that 
individuals who are unable to satisfy the next higher-order needs will intensify 
their desire to satisfy lower-order needs. 


5-3 

Discuss the needs for achievement, power, and affiliation. 
McClelland identified three learned or acquired needs. The need for achievement 
(nAch) encompasses excellence, competition, challenging goals, persistence, 
and overcoming difficulties. The need for power (nPow) includes the desire to 
influence others, the urge to change people or events, and the wish to make a 
difference in life. The need for affiliation (nAff) means an urge to establish and 
maintain warm, close, intimate relationships with others. 


5-4 

Describe the role of inequity in motivation. Equity theory is a process 
theory of motivation that focuses on perceived fairness: Inequity occurs when 

a person compares what they have received for their efforts against what 
someone else has received and perceives that they have received more, or less, 
than they believe they deserve. Because inequity Is uncomfortable, it motivates 
behaviour to restore equity. 
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motivation The forces that influence 
the direction, intensity, and persistence 
of effort. 


needs theories Theories of 
motivation based on the premise that 
people are motivated by unfulfilled 
needs. 


needs Physiological or psychological 
insufficiencies that provoke some type 
of behavioural response. 


process theories Theories of 
motivation that emphasize the nature 
of the interaction between the 
individual and their environment. 


Theory X Management assumption 
that workers are lazy and dislike 
responsibility. 


Theory Y Management assumption 
that workers like work and will seek 
responsibility. 


manifest needs Learned or acquired 
needs that are subconscious but easily 
perceived by others. 


need for achievement 

(nAch) Individuals motivated by 
a manifest need for competition, 
challenging goals, persistence, and 
overcoming difficulties. 


need for power (nPow) Individuals 
motivated by a manifest need to 

make an impact, influence others, 
change people or events, and make a 
difference. 


need for affiliation 

(nAff) Individuals motivated by 

a manifest need to establish and 
maintain warm, close relationships with 
other people. 


inequity When a person perceives 
that they are receiving less than they 
are giving, or is giving less than they are 
receiving in comparison with another. 
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equity sensitive An individual who 
prefers an equity ratio equal to that of 
their comparison other. 


benevolent An individual who is 
comfortable with an equity ratio less 
than that of their comparison other. 


entitled An individual who is 
comfortable with an equity ratio 
greater than that of their comparison 
other. 

procedural justice The fairness of 


the process by which outcomes are 
allocated in an organization. 


interactional justice Fairness in 
how people are treated. 


expectancy The belief that effort 
leads to performance. 


instrumentality The belief that 
performance is related to outcomes. 


valence The value or importance one 


places on a particular reward. 


moral maturity The measure of a 


person's cognitive moral development. 


goal setting The process of 
establishing desired results that guide 
and direct behaviour. 


Needs theories 
‘What motivates? 


Process theories 
= How” iS 
motivation 
directed and 
Sustained: 


scientific 
management 


Soo 


Describe the expectancy theory of motivation. Expectancy theory of 


motivation focuses on personal perceptions of the performance process. Performers 


are more motivated (1) if they see a strong link between their efforts and results 
(expectancy), (2) see that different performance results lead to different outcomes 


(instrumentality), and (3) value the outcomes or rewards attached to results (valence). 


5-6 

Explain how goal setting can motivate performance. People with 
specific challenging goals outperform those with general goals, or no goals at 
all. Higher goals lead to higher motivation and better performance, as long as 

the goals are accepted and the performer has the necessary skills. Goal setting 
directs attention to relevant activities, energizes the performer, and enhances 


persistence. 


5-7 

Describe the cultural differences in motivation. Most motivation 
theories in use today have been developed by and about North Americans. 
When researchers have examined the universality of these theories, they have 
found that the studies did not replicate the results found in North America due 
to cultural differences. 


Theory X and 
Theory Y 


need 


Masiow's need 
hierarchy 


Hawthorne studies 
McClelland’s 


1954 1960 | 


Equity theory 


Expectancy theory 
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Define stress, stressor, and distress. Stress, or the stress response, is 

the unconscious preparation to fight or flee experienced when faced with 

any demand. A stressor, or demand, is the person or event triggering the stress 
response. Distress or strain refers to adverse psychological, physical, behavioural, 
and organizational consequences that may occur as a result of stressful events. 


6-2 

Compare four approaches to stress. There are four principal approaches 
to stress. Cannon developed the hofneostatic/medical approach because 

he believed stress resulted when an external, environmental demand upset 

the body's balance, or homeostasis. Lazarus's cognitive appraisal approach 
emphasized perception and interpretation in classifying persons or events 

as stressful. Kahn’s person—environment fit approach claimed confusing and 
conflicting expectations of social roles create stress. Levinson’s psychoanalytic 
approach believed the ego-idea/ and the self-image interact to cause stress. 


6-3 

Explain the psychophysiology of the stress response. [he stress 
response begins with the release of chemical messengers, primarily adrenaline, 
into the bloodstream. These messengers activate the sympathetic nervous 
system and endocrine (hormone) system to trigger mind-body changes to 
prepare the person for fight or flight. As the body responds, the person shifts 
from a neutral posture to an offensive posture. 


6-4 

identify work and nonwork causes of stress. Major categories of work 
demands that cause stress are role conflict, role ambiguity, task demands, role 
demands, interpersonal demands, and physical demands. Nonwork demands 
may broadly be identified as home demands from an individual's personal life 
environment and personal demands that are self-imposed. 


6-5 

Explain the JDCS and ERI models that link stress to negative 
consequences. The job-demands-control-support (JDCS) model sees stress 
caused by high demands, low control, and low support. Preventing or alleviating 
negative stress symptoms (such as anxiety and absenteeism) can be achieved by 
reducing demands, enhancing control, and offering support. The effort-reward 
imbalance (ERI) model attributes strain to a combination of high effort and low 
reward, Consequently, efforts by the organization to reduce the efforts required 
and improve the rewards offered can right the balance and reduce stress. 


6-6 

Describe the consequences of stress. Positive stress can create eustress, 
improving performance. Negative stress creates distress, which can lead to 
medical, performance, and behavioural problems. 
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KEY TERMS 


stress The unconscious preparation 
to fight or flee that a person experiences 
when faced with any demand. 


stressor The person or event that 
triggers the stress response. 


distress The adverse psychological, 
physical, behavioural, and 
organizational consequences that may 
arise as a result of stressful events. 


strain Distress. 


homeostasis A steady state of bodily 
functioning and equilibrium. 


ego-ideal The embodiment of a 
person’s perfect self. 


self-image How a person sees 
themself, both positively and negatively. 


workaholism An imbalanced 
preoccupation with work at the expense 
of home and personal life satisfaction. 


job demand-control-support 
model (JDCS) This stress model 
asserts that high demands, low control, 
and low support all contribute to strain. 


effort-reward imbalance model 
(ERI) This stress mode} attributes 
strain to a combination of high effort 
and low reward. 


Type A behaviour pattern A 
complex of personality and 
behavioural characteristics, including 
competitiveness, time urgency, social 
status insecurity, aggression, hostility, 
and a quest for achievements. 


personality hardiness A 
personality resistant to distress and 
characterized by commitment, control, 
and challenge. 


resilience Rather than being 
knocked down by failure, resilient 
individuals are able to bounce back. 


transformational coping A way of 
managing stressful events by changing 
them into less subjectively stressful events. 
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self-reliance A healthy, secure, 
interdependent pattern of behaviour 
related to how people form and maintain 
supportive attachments with others. 


counterdependence An unhealthy, 


6-7 

Discuss individual 
factors that 
influence a person’s 
response to stress 


and strain. Individual 
differences, such as 
negative affectivity 

and Type A behaviour 
pattern, enhance 


insecure pattern of behaviour that 
leads to separation in relationships with 
other people. 


overdependence An unhealthy, 


insecure pattern of behaviour that : Boredom from Opimum ——-Sangitons (stress 
: vulnerability to a a 


leads to preoccupied attempts to 


: : ; strain under stressful 
achieve security through relationships. 


conditions. Other individual differences such as personality hardiness, self- 
esteem, self-efficacy, and self-reliance, reduce vulnerability to strain under 
stressful conditions. 


preventive stress management 
An organizational approach that holds 
that people and organizations should 
take joint responsibility for promoting 6-8 

health and preventing distress and Identify the stages of preventive stress management. [he three 
Strain. stages of prevention are primary, secondary, and tertiary prevention. Primary 
prevention is intended to reduce, modify, or eliminate the demand or stressor 
causing stress. Secondary prevention is intended to alter or modify the response 
to a demand or stressor. Tertiary prevention is intended to heal symptoms of 
distress and strain. 


TABLE 6.2 Wat 
eae a ee a 


Organizational stressors — Primary Reduce work demands 


primary prevention The stage 

in preventive stress management 
designed to reduce, modify, or eliminate 
the demand or stressor causing stress. 


secondary prevention The stage 
in preventive stress management 
designed to alter or modify the 
response to a demand or stressor. 


tertiary prevention The stage 
in preventive stress management 
designed to heal symptoms of distress 


A revention: 
Sean eds Increase control 

directed Flexibility 
Appropriate selection and training 
Fairness 
Provide support 
Management development 
Clear structure and practices 
Clear expectations 
Strong communication 
Healthy change processes 
Culture 

Stress responses Secondary Encourage challenge appraisal rather than threat 

prevention: appraisal 

ESS DONISE Give employees more control 

directed , 
Give employees support 

Distress Tertiary Debriefing/defusing sessions 

prevention: EAP 

symptom 

directed Time off 


Adjust work demands 
Work with employee to plan changes that will reduce 
stress 


SOURCE: J, D. Quick, R. S. Horn, and J. C. Quick, “Health Consequences of Stress” Journal of Organizational Behavior Management 8(2) figure 1 
(Fall 1986); 21. Reprinted by permission of the publisher (Taylor & Francis Group, http://www,informaworld.com). 
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Decision Making by 
Individuals and Groups 


ONCEPTS 


Pan 


Identify the steps in the decision-making process. The decision-making 
process involves programmed decisions and nonprogrammed decisions. The first 

step is recognizing the problem or realizing a decision must be made. Second, the 
objective of the decision is identified. The third step is gathering information relevant 
to the problem. The fourth step is listing and evaluating alternative courses of action. 
Finally, the manager selects the alternative that best meets the decision objective. 


7-2 

Describe various models of decision making. The rational model 
of decision making contends that the decision maker is completely rational 

in their approach. Bounded rationality theory suggests that constraints force 
decision makers to be less rational, and assumes that managers satisfice and 
develop heuristics. The Vroom-Yetton-Jago model is normative and gives 
managers guidance on the appropriate degree of employee participation in 
decision making. The Z problem-solving model capitalizes on the strengths 
of four separate preferences (sensing, intuiting, thinking, and feeling), allowing 
managers to use preferences and nonpreferences to make decisions. The 
garbage can mode! emphasizes the chaotic nature of decision making where 
problems and solutions are often loosely coupled. 


7-3 

Discuss the individual influences that affect decision making. 
Decisions reflect the people who make them. The individual influences that 
affect decision making are comfort for risk, cognitive style, personality, intuition, 
and creativity. 


7-4 

Explain how groups make decisions. Group decisions are utilized for 
several reasons: synergy, to gain commitment to a decision, and to maximize 
knowledge and experience in problem-solving situations. Seven techniques utilized 
in group decisions are brainstorming, nominal group technique, devil’s advocacy, 
dialectical inquiry, quality circles, quality teams, and self-managed teams. 


7-5 

Describe the role culture plays in decision making. Styles of decision 
making vary greatly among cultures and affect the way people view decisions. 
The dimensions proposed by Hofstede in Chapter 2 that affect decision making 
are uncertainty avoidance, power distance, individualist/collectivist, time 
orientation, masculine/feminine, and indulgence. 


7-6 

Explain how organizations can improve the quality of decisions 
through participation. Participative decision making can include employees 
identifying problems, generating alternatives, selecting solutions, planning 
implementations, and/or evaluating results. Participative management can 
increase employee creativity, job satisfaction, and productivity, as well as 
improve an organization's economic performance. 
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programmed decision A simple, 
routine matter for which a manager has 
an established decision rule. 


nonprogrammed decision A 
new, complex decision that requires a 
creative solution. 


effective decision A timely decision 
that meets a desired objective and 

is acceptable to those individuals 
affected by it. 

rationality A logical, step-by-step 
approach to decision making, with a 
thorough analysis of alternatives and 
their consequences. 


blue ocean approach Companies 
are better off entering new spaces 
rather than competing with existing 
companies in the market. 


bounded rationality A theory that 
suggests that there are limits to how 
rational a decision maker can actually be. 


satisfice To select the first alternative 
that is “good enough” because the 
costs in time and effort are too great to 
optimize. 

garbage can model Decision making 
is a process of organizational anarchy. 


escalation of commitment The 
tendency to continue to support a 
failing course of action. 


unconscious or implicit bias Our 
unconscious, subtle feelings toward 
others that influence our judgments 
about them. 

cognitive style An individual's 
preference for gathering information 
and evaluating alternatives. 


risk aversion The tendency to 
choose options that entail fewer risks 
and less uncertainty. 


intuition A fast, positive force in 
decision making that is utilized at a 
level below consciousness and involves 
learned patterns of information. 
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creativity A process influenced by 
individual and organizational factors 
that results in the production of novel 
and useful ideas, products, or both. 


synergy A positive force that occurs in 
groups when group members stimulate 
new solutions to problems through 

the process of mutual influence and 
encouragement within the group. 


social decision schemes Simple 
rules used to determine final group 
decisions. 


groupthink A deterioration of 
mental efficiency, reality testing, 
and moral judgment resulting from 
pressures within the group. 


group polarization The tendency 
for group discussion to produce shifts 
toward more extreme attitudes among 
members. 


brainstorming A technique for 
generating as many ideas as possible 
ona given subject, while suspending 
evaluation until all the ideas have been 
suggested. 


nominal group technique (NGT) A 
structured approach to group decision 
making that focuses on generating 
alternatives and choosing one. 


devil’s advocacy A technique for 
preventing groupthink in which a 
group or individual is given the role of 
critic during decision making. 
dialectical inquiry A debate 


between two opposing sets of 
recommendations. 


quality circle A small group of 
employees who work voluntarily on 
company time, typically one hour 

per week, to address work-related 
problems such as quality control, cost 
reduction, production planning and 
techniques, and even product design. 


quality team A team that is part 

of an organization's structure and is 
empowered to act on its decisions 
regarding product and service quality. 
Participative decision 

making Decision making in which 
individuals who are affected by decisions 
influence the making of those decisions. 


poe | RT) ay | 


People are 
over-reliant on 
the first piece of 
inforrnation they 
hear. Ina salary 
negotiation, 
whoever makes 
the first offer 
establishes 

a range of 
reasonable 
possibilities in 
each person's 
mind, 


People 
overestimate the 
importance of 
information that 
is available to 
them, A person 
might argue that 
smoking is not 
unhealthy because 
they know 
someone who 
lived to 100 years 
and smoked three 
packs a day. 


The probability 
of one person 
adopting a belief 
increases based 
on the number of 
people who hoid 
that belief. This is 
a powerful form 
of groupthink 
and is reason 
why meetings 
are often 
unproductive. 


Failing to 
recognize your 
own cognitive 
biases is a 

bias in itself, 
People notice 
cognitive and 
motivational 
biases much 
more in 
others than in 
themselves. 


When you choose 
something, you 
tend to feel 
positive about it, 
even if that choice 
has flaws. Like how 
you think your dog 
is awesome — even 
if it bites people 
every once ina 
while. 


This is the 
tendency to 
see patterns 

in rancom 
events. It is 

key to various 
gambling 
fallacies, like the 
idea that red 

is more or less 
likely to turn up 
on a roulette 
taple after a 
string of reds. 


Judging a 
decision based 
on the outcome, 
rather than 

how exactly 

the decision 
was made in 

the moment. 
Just because 
you won a lot in 
Vegas doesn't 
mean gambling 
your money was 
a smart decision. 


Our tendency 
to focus on 

the most easily 
recognizable 
features of 

a person or 
concept. When 
you think about 
dying, you 
might worry 
about being 
mauled by a 
lion, as opposed 
to what is more 
likely, like dying 
in a car accident. 


We tend to listen 


only to information 


that confirms our 
preconceptions — 
one of the many 
reasons it’s so 
hard to have 

an intelligent 
conversation 
about climate 
change. 


Some of us are too 


confident about 
our abilities, and 
this causes us to 
take greater risks 
in our daily lives. 
Experts are more 
prone to this bias 
than laypeople, 
since they are 
more convinced 
they are right. 


Allowing our 
expectations to 
influence how we 


perceive the world. 


An experiment 


involving a football 


game between 
students from 
two universities 
showed that one 
team saw the 
opposing team 
commit more 
infractions. 


Where people 
favour prior 
evidence over 
new evidence or 
information that 
has emerged. 
People were slow 
to accept that 

the Earth was 
round because 
they maintained 
theirearlier - 
understanding that 
the planet was flat. 


When simply 
believing that 
something will 
have a certain 
effect on you 
causes it to have 
that effect. In 
medicine, people 
given “fake” pills 
can experience the 
same physiological 
effects as people 
given the real 
thing. 


Expecting a group 
or person to have 
certain qualities 
without having 
real information 
about the 
person. It allows 
us to quickly 
identify strangers 
as friends or 
enemies, but 
people tend 

to overuse and 
abuse it. 


The tendency 


to seek 


information 
when it does 
not affect 
action. More 
information 
is not always 
better. With 


less information 


people can 
often make 
more accurate 
predictions. 


When a 
proponent of 
an innovation 


tends to 


overvalue its 
usefulness and 
undervalue 

its limitations. 
Sound familiar, 
Silicon Valiey? 


An error that 
comes from 
focusing only 
on surviving 
examples, 
causing us to 
misjudge a 
Situation. For 
instance, we 
might think 
that being an 
entrepreneur is 


easy because we 


haven't heard 


of all those who 


have failed. 


The decision to 
ignore dangerous 
or negative 
information by 
“burying” one’s 
head in the sand, 
like an ostrich. 
Research suggests 
that investors 
check the value 
of their holdings 
significantly less 
often during bad 
markets. 


The tendency to 
weigh the latest 
information more 
heavily than older 
data. Investors 
often think the 
market will always 
look the way it 
looks today and 
make unwise 
decisions. 


Sociologists have 
found that we 

love certainty — 
even if it's 
counterproductive. 
Eliminating risk 
entirely means 
there is no chance 
of harm being 
caused. 


SOURCE: S, Lee and S. Lebowitz, "20 Cognitive Biases That Screw up Your Decisions,” Business Insider, August 26 2015, accessed from 
http://www. businessinsider.com/cognitive-biases-that-affect-decisions-2015-8, September 7, 2018. 
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Communication 


ONCEPTS KEY TERMS 


communication The evoking of a 


8-1 shared or common meaning in another 
Describe the interpersonal communication process. interpersonal poe: 

communication is used to evoke shared meaning. The contextual and emotional interpersonal communication 
components of a message are affected by verbal and nonverbal communication Communication between two or more 
and are the key to common understanding. Messages are distorted by people in an organization. 


perceptual screens but reflective listening enables the listener overcome 


| vi 7 communicator The person 
interpersonal barriers that lead to communication failures. 


originating a message. 


encode To convert information into a 


Communicator’s cat mals a oa Recaiver's form that may be transmitted. 
perceptual Z _—_ 7 0) 7 . perceptual 
begs 2.4) eS Communicator | x | Receiver screen ; 
2.0 L_Gomimumestor | _ tener _| message The thoughts and feelings 
What is em = Message | Encode message [Transmit message| [Decode message| Message What is H H i 
meant iy | The Words | Face to face Words Thoughts Mae eLase that the Se BO Ts eletan) lig) 
Ez Ideas Pictures Phone call Pictures —_Ideas Pp to elicit in the receiver, 
Feelings Gestures ‘\) Text Symbols Feelings j 
: Gest A : 
aad transmit The way that an encoded 
veal message is conveyed to another. 
Area of shared perception Bs 
The greater the degree of overlap, the more effective the communication receiver The person receiving a 
message. 
i Feedback 2 
am F decode To interpret a message that 
has been received. 
8-2 feedback Information feedback that 
Explain common communication barriers and gateways completes two-way communication. 
through them. Barriers impede successful communication, and can include language The words, their 
physical separation, status differences, gender differences, cultural diversity, pronunciation, and the methods of 
and language. Awareness and recognition are the first steps in overcoming combining them used and understood 
barriers, but one must also recognize masculine vs. feminine conversation style by a group of people. 
differences, clarify meaning, understand cultural differences, and avoid technical data Uninterpreted and unanalyzed 
terms and jargon facts. 
8-3 information Data that have been 
Distinguish between defensive and nondefensive interpreted, analyzed, and have 
communication. Defensive communication describes posturing intended meaning to a user. 
to avoid communication. It includes aggressive and hostile communication as richness The ability of a medium or 
well as passive, withdrawing communication. Nondefensive communication is an channel to elicit or evoke meaning in 
assertive and direct form of communication. therein 
8-4 reflective listening A skill intended 


to help the receiver and communicator 
clearly and fully understand the 
message sent. 


Explain the impact of nonverbal communication. Viost meaning in 
a conversation is conveyed nonverbally. Nonverbal communication includes all 
the elements of communication that do not involve words or do not involve 


language. The basic categories of nonverbal communication are kinesics, two-way communication A 

paralanguage, and proxemics. form of communication in which 
the communicator and receiver 
interact. 


NEL 


CHAPTER REVIEW 8 


one-way communication 
Communication in which a person 
sends a message to another person 
and no feedback, questions, or 
interaction follows. 


barriers to communication 
Aspects of the communication content 
and context that can impair effective 
communication in a workplace. 


gateways to communication 
Pathways through barriers to 
communication and antidotes to 
communication problems. 


information overload When 
information provided exceeds our 
limited capacity for absorbing, sorting, 
and using it. 


culture The pattern of values, beliefs, 
and behaviours shared by a group. 


ethnocentricity The habit of 
judging other cultures by the standards 
of our own. 


jargon Refers to words or expressions 
used by a group that have special or 
unique meanings. 


defensive 

communication Communication 
that can be aggressive, attacking, and 
angry, or passive and withdrawing. 


nondefensive communication 
Communication that is assertive, direct, 
and powerful. 


subordinate defensiveness 
Characterized by meek, submissive, and 
passive behaviour. 


dominant defensiveness 
Characterized by aggressive and 
offensive behaviour. 


8-5 


Identify how social media and communication technologies 
affect communication. Social media has drastically changed how 
communities come together; what information they share; and, what 
information they receive. Technology provides instant exchange of information 
and renders geographic boundaries and time zones irrelevant. The lack of 
personal interaction and nonverbal cues alters the social context of exchange 
and the constant accessibility to work can be detrimental. 


8-6 


Describe four communication skills of effective managers. four 
communication skills that can distinguish a good supervisor from a bad one 
include being an expressive speaker, an empathic listener, and a persuasive 
leader, and having an informative managing style. 


passive-aggressive behaviour 
Defensive behaviour that begins as 
subordinate defensiveness, but ends as 
dominant defensiveness. 


power play Manipulating others 
through direct use of power. 


labelling Using labels out of context 
to affect how another is perceived. 


misleading Deliberately providing 
inaccurate information in order to 
manipulate. 


hostile jokes Passive-aggressive 
tactic used to mask aggression. 


nonverbal communication AI 
elements of communication that do 
not involve words. 


kinesics The study of gestures, facial 
expressions, head movement, eye 
contact, and posture. 


paralanguage nonverbal variations 
in speech, such as pitch, volume, 
tempo, and tone. 


proxemics The study of an individual's 
use of space in communication. 


digital native Someone who has 
grown up ina digitally connected world. 


echo chamber When individuals 
consume digital content that conforms 
to their already-held opinions. 


trolling posting deliberately 
provocative material with the aim of 
eliciting a negative response. 


flaming Making excessively rude or 
provocative comments through digital 
communication. 


information communication 
technology (ICT) Technologies, such 
as e-mail, voice mail, teleconferencing, 
and wireless access, which are used for 
interpersonal communication. 


asynchronous Not coordinated in 
time. 
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9-1 


Define and distinguish between groups and teams. A grou is two or 
more people having common interests, objectives, and continuing interaction. 

A team is a type of group that (1) is composed of people with complementary skills, 
(2) exists to accomplish a goal, (3) includes members who work interdependently, 
(4) hold each other mutually accountable for their performance 


G22 

Describe how groups form and develop. Diversity is an important 
consideration in the formation of groups. Ethnic, gender, and culturally diverse 
groups typically make better decisions, but also have higher levels of conflict. 
Groups (both formal and informal) go through five stages of development to 


become mature and productive units. These stages of development are forming, 
storming, norming, performing, and adjourning, and the progression through 
these stages is not linear. The punctuated equilibrium model finds that groups 


alternate between periods of inertia with little visible progress toward goal 
achievement punctuated by bursts of energy where work is accomplished. 


«Task completion 
* Good feeling about 


+ Little agreement * Conflict * Agreement and * Clear vision and 
¢ Unclear purpose ¢ Increased clarity of consensus Purpose 


ex Guidance and direction purpose * Clear roles and ¢ Focus on goal achievements 
« Power struggles responsibilities achievement er Recognition 
e# Coaching = Facilitation ex Delegation 


9-3 

Identify the factors that influence group behaviour and group 
effectiveness. Two factors that affect how well groups work together (i.e., 
behaviour) are norms of behaviour and group cohesion. Norms of behaviour are 
the understood standards of behaviour within a group, and group cohesion 
describes how well a group controls its members, and how closely they follow 
the group norms. Group effectiveness is most affected by group structure, which 
describes the organizational layout of the group (their goals, their composition, 
and their guidelines); group process, which describes how well the group actually 
performs together; and task and maintenance behaviours, which describe the 
behaviours necessary to ensure the functioning of the group. 


9-4 

Compare and contrast different types of teams. Teams can Nave any 
number of styles depending on their objectives and resources; however, teams 
can often be grouped by type: (1) production, (2) service, (3) management, 

(4) project, (5) action and performing, and (6) advisory. Within these types, 
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group lwoor more people with 
common interests, objectives, and 
continuing interaction. 


team A group of people with 
complementary skills who are 
committed to common goals, and hold 
themselves mutually accountable for 
their performance. 


boundary spanning Linking 
a group's output to the external 
environment. 


norms of behaviour The understood 
standards of behaviour within a group. 


group cohesion How effectively a 
group ensures adherence to norms of 
behaviour. 


cooperative behaviours 
Interpersonal teamwork skills. 


competitive behaviours 
Achievement skills. 


task function An activity directly 
related to the effective completion of a 
team's work. 


maintenance function An activity 
essential to effective, satisfying 
interpersonal relationships within a 
team or group. 


teamwork Joint action by a team of 
people in which individual interests are 
subordinated to team unity. 


team permanence How long the 
team plans to stay together. 


skili differentiation How varied 
the team members’ skills are from one 
another, 


authority differentiation How 
much autonomy and decision-making 
responsibility is distributed among 
team members. 

cross-functional team People with 


different expertise and experience 
working toward a common goal. 
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self-managed teams Teams with 
the autonomy to plan, organize and 
implement work practices without 
managerial oversight. 


virtual teams Teams that do not 
meet face to face, and instead rely on 
digital tools of communication to plan 
and execute their tasks. 


process gain When a group is able 
to produce more than expected from 
its members. 


social identity A person's sense 
of who they are based on group 
membership. 


psychological intimacy Emotional 
and psychological closeness to other 
team or group members. 


integrated involvement 
Closeness achieved through tasks and 
activities. 


process losses When groups 
perform worse than expected based 
on the individual members. 


teams can further be described by their permanence, their skill differentiation, and 
their authority differentiation. Self-managed teams have the autonomy to plan, 
organize, and implement work practices as the team decides without managerial 
oversight, and virtual teams do not meet face to face, and instead rely on digital 
tools of communication to plan and execute their tasks. 


ee) 


Explain the advantages and disadvantages of teams. Teams 

can be very good at performing work that is more complicated and/or more 
voluminous than one person can handle. When teams work well, they achieve 
process gains that allow them to make better decisions, develop and deliver 
better products and services, and create more engaged and committed 
employees. Disadvantages of teams include process losses, which may be due 
to the challenges of coordination, social loafing, and group conformity that can 


lead to groupthink and polarization. 


coordination losses Process losses 
that occur due to challenges associated 


with coordinating the efforts of a group. 


social loafing When one or more 
group members exert less effort than 
they would if they were working alone. 


loss of individuality A social 
process in which individual group 
members lose self-awareness and its 
accompanying sense of accountability, 
inhibition, and responsibility for 
individual behaviour. 
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10-1 


Describe the nature of conflicts in organizations. Conflict is any 
situation in which incompatible goals, attitudes, emotions, or behaviours lead to 
disagreement or opposition between two or more parties. Functional conflict is a 
healthy, constructive disagreement between two or more people that ultimately 
improves productivity. Dysfunctional conflict is an unhealthy, destructive 
disagreement between two or more people that hinders productivity. 


There are four distinct phases for every conflict situation: (1) The prelude or latent 
conflict, where conflict hasn't arisen yet, but the potential for conflict exists; 

(2) the trigger event, where the conflict becomes apparent; (3) the conflict stage, 
where opposing views are expressed and may become entrenched; and finally, 

(4) (ideally,) resolution and dispute settlement. 


A new equilibrium is 
reached, ideally 
through resolution 
and dispute 
settlement 


The conflict stage, 
where opposing views 
are expressed and may 
become entrenched 


A trigger event causes 
the conflict to become 
apparent 


Conflict has not 
arisen yet, but 
the potential exists 


10-2 

Explain the sources of conflict in organizations. [here are three 
sources of conflict in an organization: (1) Task conflict arises from differences 
in perspectives about work details and goals, (2) Process conflict describes 
disagreements about how work will be accomplished, and (3) Relationship 
conflict, which arises due to difficulties in interpersonal interactions. These 
sources are sometimes referred to as cognitive conflict, which groups task and 
process conflict together, and affective conflict, which refers to relationship 
conflict. 


10-3 

Discuss different approaches to conflict. The way that a conflict is 
framed affects how participants think of finding solutions. A zero-sum situation 
describes any time a gain for one side is offset by a corresponding loss for 

the other side, whereas a win-win situation can be resolved with both sides 
improving their position. The degree of assertiveness (the extent to which you 
want your goals met) and cooperativeness (the extent to which you want to 
see the other party’s concerns met) act together to determine the conflict 
management style that is used in a given situation. (1) Avoiding is a deliberate 
decision to take no action on a conflict or to stay out of a conflict situation. 

(2) Accommodating (yielding) occurs when one party capitulates to the demands 
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conflict When incompatible goals, 
attitudes, emotions, or behaviours 
lead to disagreement or opposition 
between two or more parties. 


functional conflict Conflict that 
improves performance. 


dysfunctional conflict An 
unhealthy, destructive disagreement 
between two or more people. 


task conflict Arises dues to different 
perspectives about work details and 
goals. 


process conflict Arises due to 
disagreements about how tasks will be 
accomplished. 


relationship conflict Arises due to 
challenges in interpersonal interactions. 


cognitive conflict Conflict that is 
task or process oriented. 


affective conflict Conflict that is 
emotional in origin. 


zero-sum (win-lose) When gains 
on one side are offset by losses on the 
other side. 


assertiveness Focused on achieving 
personal outcomes 


win-win When both sides can 
improve their position. 


cooperativeness Focus on 
satisfying others’ concerns. 


avoiding A deliberate decision to 
take no action on a conflict or to stay 
out of a conflict situation. 


accommodating (yielding) When 
one party gives in to the demands of 
the other party. 

forcing When someone intends to 
satisfy their own interests at the other 
party's expense. 

compromising When each party 
gives up something to reach a solution 
to the conflict. 
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collaborating Arriving at mutually 
beneficial outcomes. 


superordinate goal An 
organizational goal that is more 
important to both parties in a conflict 
than their individual or group goals. 


hostility Reacting with antagonism 
and/or aggression. 


retribution When an individual feels 
justified in taking some course of action, 
because the other party did it too. 


character assassination An attempt 
to label or discredit an opponent. 


coalition building Attempting to 
shift the balance of power by convincing 
others of the merits of the position. 


negotiation Two parties working 
toward agreement from different 
starting positions. 


integrative negotiation A 
cooperative negotiation approach 
focused on the issues seeking a 
mutually beneficial solution. 


distributive negotiating A 
competitive negotiation approach 
where each party seeks to maximize its 
Own outcome. 


BATNA Best Alternative to a 
Negotiated Agreement. 


ZOPA Zone of Potential Agreement 
between parties. Overlap between 
negotiation limits. 


negative bargaining zone When 
there is no overlap between 
negotiating parties’ minimum 

limits. No negotiation agreement is 
possible. 


mediator Helps conflicting parties 
negotiate a non-binding agreement. 


of the other party. (3) Forcing (competing) occurs when someone intends to 
satisfy their own interests and is willing to do so at the other party’s expense. (4) 
In compromise (or negotiation) each party gives up something to reach a solution 
to the conflict. (5) Collaborating involves an open and thorough discussion of the 
conflict to arrive at a solution that is satisfactory to both parties. 
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Describe conflict management techniques. Some conflicts can 
be managed with relatively straightforward techniques to reduce or remove 
the conflict conditions. These techniques include appealing to superordinate 
goals, expanding resources, changing personnel, changing structure, improving 
communication, and negotiating. Common conflict behaviors that can result 
in escalating conflict include avoidance, hostile verbal and nonverbal displays, 
retribution and retaliation, character assassination, and coalition building. 


10-5 

Explain the process of negotiation. Negotiation involves two parties 
working toward agreement from different starting positions, and can be 
cooperative (known as integrative negotiation), or competitive (known as 
distributive negotiating). Cultural differences and stereotypes affect the 
bargaining process. Every negotiator or participant in a negotiation should be 
aware of, and try to improve their “BATNA,” which is the Best Alternative to a 
Negotiated Agreement, to avoid negotiating an outcome that is worse than 
they would have gotten some other way. The Zone of Potential Agreement 
(ZOPA) is the bargaining range. 


10-6 

Describe third-party conflict interventions. Outside facilitators can 
help manage hostilities, build trust, open communication, create and implement 
solutions, and gain commitment to the solutions from participants. Facilitators 
to conflict (also known as intermediaries) can be mediators, or arbitrators. When 
negotiation, mediation, and arbitration fail, the final recourse for conflict is 
litigation. 


arbitrator A trusted outsider to 
the conflict situation who renders a 
binding decision. 
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Describe the concept of power. Power is the ability to influence others. 
Power relies on dependence and context. Influence is the process of affecting 
the thoughts, behaviours, and feelings of others. Authority is the right to 
influence others. 


11-2 

Identify sources and bases of power in organizations. The source 
of power in organizations is either positional or personal. Positional sources of 

Power are derived from the hierarchical position within the organization, while 
personal sources of power reside within the individual. The six bases of power 

are legitimate, reward, coercive, informational, referent, and expert power. 


Source of power Results of influence 


Legiimate 


Cites 


Coercive 


Informational 


Personal 


11-3 
Describe how people increase their power and abuse their power. 
Because power is related to dependence and context, changing either of these 


factors can increase one’s power. Factors that increase dependence include 
substitutability, centrality, and visibility, while factors that influence context 
include cultivating relationships, coalitions, and authority. Harassment is usually 
an attempt by one person to exert power over another. 

11-4 


Explain how to ensure that power is used ethically. Using power 
appropriately means using it ethically; however, determinations of ethics are 
often difficult because behaviour depends on perception. To evaluate the ethics 
of a decision, one can ask three questions: (1) Does the behaviour produce 

a good outcome for those inside and outside the organization? (2) Does the 
behaviour respect the rights of all parties? (3) Does the behaviour treat all parties 
equitably and fairly? 


NEL 
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power The ability to direct or 
influence the behaviour of other 
people or the course of events. 


dependence The degree to which 
someone relies on another to achieve 
their goals. 


context The circumstances that form 
the setting for an event or an idea. 


influence The process of directing 
behaviour or affecting the outcome of 
an event. 


authority Having the right to 
influence another person. 


legitimate power Power based on 
position and mutual agreement. 


reward power Power based on the 
ability to control and allocate rewards 
that a target wants. 


coercive power Power based on the 
ability to punish or cause an unpleasant 
experience for a target. 


informational power The ability 
to collect and disseminate useful 
information. 


referent power An elusive power 
that is based on interpersonal 
attraction. 


expert power The power that exists 
when one has specialized knowledge 
or Skills. 


strategic contingencies Activities 
that other groups depend on in order 
to complete their tasks. 


organizational politics The use of 
power and influence in organizations. 


political behaviour Actions not 
officially sanctioned by an organization 
that are taken to influence others in 
order to meet personal goals. 


influence tactics The ways that 
power is translated into specific actions. 
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political skill The ability to get 
things done through favourable 
interpersonal relationships outside 
formally prescribed organizational 
mechanisms. 

empowerment Giving employees 
the authority or power to make their 
own decisions. 


11-5 

Describe political behaviour and influence tactics. Political 
behaviour consists of actions not officially sanctioned that are taken to influence 
others in order to meet personal goals. Political skill is the ability to get things 
done through favourable interpersonal relationships outside formally prescribed 
organizational mechanisms. Political behaviour is typically carried out through 
influence tactics, including pressure, assertiveness, legitimating, coalition, 
exchange, upward appeals, ingratiation, rational persuasion, personal appeals, 
and consultation. 


Bases of power i « | Flesults cf infuenoe 
or oad 


— / 
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identify ways to manage political behaviour in organizations. 
Politics are unavoidable, but managers can use open communication, clarify 
expectations regarding employee performance, use participative management 
techniques, encourage cooperation among work groups, manage scarce 
resources well, and provide a supportive organizational climate in order to 
reduce political behaviours. Empowerment can also help reduce unwanted 
political behaviours, by giving employees authority and autonomy. 
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Discuss the differences between leadership and management. 
Leadership is the process of motivating, influencing, and enabling others to 
contribute toward the achievement of organizational goals. Management 
consists of controlling resources to accomplish tasks through (1) planning and 
budgeting, (2) organizing and staffing, and (3) controlling and problem solving. 


12-2 

Explain the role of trait theory in describing leaders. The first 
studies of leadership attempted to identify what physical attributes, personality 
characteristics, and abilities distinguished leaders from other members of a 
group. Trait theories have had limited success identifying universal attributes of 
leaders. 


12-3 

Describe behavioural research in the development of leadership 
theories. Behavioural theories address how leaders behave. The Ohio 

State University measured specific leader behaviours—initiating structure 

and consideration. The University of Michigan studies suggest two styles of 
leadership: employee oriented and production oriented. The Leadership Grid® 
is a graphical representation of how a leader rates in both task and people 
orientations. 


12-4 

Describe and compare three contingency theories of leadership. 
Fiedler’s contingency theory proposes that the fit between the leader's need 
structure and the favourableness of the leader's situation determines the team’s 
effectiveness in work accomplishment. The role of the leader in path—goal 
theory is to clear the follower’s path to the goal. Situational leadership theory 
suggests that the leader’s behaviour should be adjusted to the maturity level of 
the followers. 


12-5 

Consider a transactional theory of leadership. With |eade--member 
exchange theory (MX), leaders are believed to form in-groups whose members 
work within the leader's inner circle and out-groups whose members are outside 
the circle. In-group members receive greater responsibilities, more rewards, and 
more attention. 


12-6 
Discuss inspirational leadership styles. |nspirational leadership theories 


like transformational leadership, charismatic leadership, and servant leadership can 
result in positive, productive member behaviour because followers are inspired 


by the leader to perform. 
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leadership The process of 
motivating, influencing, and enabling 
others toward achievement of 
organizational goals. 


management The process of 
controlling resources to accomplish 
tasks. 


trait A distinguishing quality or 
characteristic of a person. 


initiating structure Task-oriented 
leader behaviour aimed at defining and 
organizing work relationships and roles, 
as well as establishing clear patterns of 
organization, and communication. 


consideration |eader behaviour 
aimed at nurturing friendly, warm 
working relationships, as well as 
encouraging mutual trust and 
interpersonal respect within the work 
unit. 


Leadership Grid® A graphical 
representation of a leader's concern for 
production and concern for people. 


impoverished (1,1) A leader who 
exerts just enough effort to get by. 
authority-compliance (9,1) A 
leader who emphasizes efficient 
production, 

middle-of-the-road (5,5) A leader 
who compromises, meeting neither 
production nor employee needs fully. 


country club (1,9) A leader who 
creates a happy, comfortable work 
environment. 

team (9,9) A leader who builds a 
highly productive team of committed 
people. 

least preferred coworker 

(LPC) The person with whom the 
leader works the least well. 
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task structure The degree of clarity, 
or ambiguity, in the work activities 
assigned to the group. 


position power The authority 
associated with the leader's formal 
position in the organization. 


leader-member relations The 
quality of interpersonal relationships 
among a leader and the group 
members. 


charismatic leadership A leader's 
use of personal abilities and talents 

in order to have profound and 
extraordinary effects on followers. 


followership The process of being 
guided and directed by a leader in the 
work environment. 


Ohio State Studies 


Behavioural 


University of Michigan Studies 
theories 


Blake and Mouton’s Leadership Grid 


Fiedler’s contingency theory 
Contingency Path—goal theory 
theories 


Hersey and Bianchard’s Situational Leadership 


Leader—member exchange 


Transactional 
theories 


Transformational leadership 
Inspirational 
theories 


Char ismatic leadership 


Servant jeadership 
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Discuss how issues of emotional intelligence, trust, ethics, and 
gender affect leadership. These are essential components that contribute 
to effective leadership, regardless of the leadership style. Some researchers 
argue that emotional intelligence, which is the ability to recognize and manage 
emotions in oneself and in others, is more important for effective leadership 
than either IQ or technical skills. Trust, the willingness to be vulnerable to the 
actions of another, is another essential element in leadership. Ethical leadership 
is important because leaders set the standard of behaviour for the rest of the 
organization, and finally, though legitimate gender differences may exist, the 
same leadership traits may be interpreted differently ina man and a woman due 
to preconceived notions and perceptual biases. 


12-8 

Define followership and identify different types of followers. The 
follower role is integral to the leadership process. Five types of followers are 
effective, alienated, sheep, yes people, and survivors. They are identified based on 
two dimensions: (1) activity versus passivity and (2) independent, critical thinking 
versus dependent, uncritical thinking. 


12-8 

Synthesize historical leadership research into key guidelines 

for leaders. Leaders and Organizations appreciate the unique attributes, 
predispositions, and talents of each leader. Leaders challenge the organizational 
culture, when necessary, without destroying it. Participative, considerate leader 
behaviours demonstrate a concern for people. Different leadership situations 


call for different leadership talents and behaviours. Good leaders are likely to be 
good followers. 
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Explain what culture means to an organization. Organizational 
culture is the consistent, shared, observable patterns of behaviour in 
organizations. Culture is a very broad concept and includes the norms, values, 
customs, traditions, habits, skills, knowledge, and beliefs of a group of people. 
Culture serves as a contro! mechanism for shaping behaviour, which provides 
a sense of identity and belonging to members. Individuals are attracted 

to organizations that share their beliefs and values. Culture is made up of 

(1) Organizational structures (goals, pgwer structure, reward mechanisms, 

etc.), (2) The expressive systems of an organization (how beliefs are shared and 
communicated), and (3) the individuals who operate within the organization. 


When we speak of an organization's culture, we are talking about its dominant 
culture, but organizations have subcultures, which are microcultures created 
within a subset unit of the organization. Organizational culture can provide 
advantages to organizations by improving the organization's marketability, 
improving productivity, and increasing employee satisfaction, but culture can 
also be a detriment to the organization if the culture is too weak, too strong, or 
misaligned with the organizations values. 


13-2 

Identify and evaluate the levels of culture. Artifacts are visual cues 
about an organization’s culture in the physical and social work environments 
such as behaviours, ceremonies and rites, stories, rituals, and symbols. Deeper- 
level shared and espoused values reflect inherent beliefs, while the underlying 
assumptions guide behaviour and tell members of an organization how to 
perceive situations and people 


i232 


Describe how culture is started, shaped, and reinforced. [he 


founders of an organization have the most significant role in shaping its culture. 


Organizations are created in the image of their founders. When founders 
leave the organization, leaders play a critical role in shaping and reinforcing 
organizational culture. Managers influence culture through what they pay 
attention to, how they react to crises, how they behave, the way they allocate 
rewards, and how they hire and fire employees. 


+ Behaviour 
+ Ceremonies 


and ntes 
« Rituals 
* Stones 
* Symbols 
« Enacted values 


* Organizational 
slandards 

« Right vs wrong 
+ Good vs bad 

* Espoused values 


Visible and 
obvious 


Not directly visible 
but observable 
through interactions 


* Unconscious beliefs 

* Taken for granted 
understanding about why 
things are the way they are 


Invisible 
unobservable 
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organizational culture Consistent, 
shared, observable patterns of 
behaviour that distinguish between 
groups. 


dominant culture The overarching 
core values shared by most members 
of the organization. 


subculture A microculture created 
within a subset unit of the organization. 


counterculture Subcultures with 
values that oppose the dominant 
culture. 


artifacts The visible expressions of a 
culture. 


espoused values What members of 
an organization say they value. 


enacted values Values reflected in 
the way individuals actually behave. 


assumptions Deeply held beliefs 
that guide behaviour and tell members 
of an organization how to perceive and 
think about things. 


socialization The process by which 
newcomers are transformed from 
outsiders to participating, effective 
members of the organization. 


anticipatory socialization The first 
socialization stage, which encompasses 
all of the learning that takes place prior 
to the newcomers first day on the job. 


encounter The second socialization 
stage in which the newcomer learns 
the tasks associated with the job, 
clarifies roles, and establishes new 
relationships at work. 


change and acquisition The 
third stage of socialization, where 
the newcomer begins to master the 
demands of the job. 
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strong culture An organizational 
culture with a consensus on the values 
that drive the company and with an 
intensity that is recognizable even to 
outsiders. 


adaptive culture An organizational 
culture that encourages confidence 
and risk taking among employees, 

has leadership that produces change, 
and focuses on the changing needs of 
customers. 


13-4 


Explain how new organizational members are socialized. 


Newcomers are transformed from outsiders to participating, effective members 


of the organization through organizational socialization. Three stages in the 
socialization process are anticipatory socialization, encounter, and change and 
acquisition. Newcomers learn and adopt values and norms, ensuring the 
company’s culture carries on. Results of successful organizational socialization 
include good performance, high job satisfaction, and the intention to stay with 
the organization. 


13-5 

Discuss how leaders can change organizational culture. Though 
organizational culture can be changed, it is very difficult because one of the 
inherent properties of culture is that it provides stability by resisting change. 
There are two approaches to changing an existing culture: The first is helping 
current members buy into a new set of values; the other is adding newcomers, 
socializing them into the desired culture, and removing older members as 
appropriate. Commonly, organizations attempt to change their culture to 
become more ethical, or they may attempt to encourage empowerment and 
equality. 


Onaginat values. 
(from founder’ 


expectations from 


jakehokiers 
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Describe how culture relates to organizational performance. 
There are two theories about how culture relates to organizational performanc 
the first is that strong cultures that are consistent throughout the organization 
and recognizable to outsiders can help lead the organization to increased 
performance. The other is that adaptive cultures that encourage risk taking, 
have leadership that produces change, and focus on the changing needs of 
customers are better able to ensure success. 


Creating a culiire 


Maintaining a culture | 
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Describe classical conditioning and reinforcement theory’s 
approach to learning. Classical conditioning involves modifying by 
pairing a conditioned stimulus with an unconditioned stimulus to elicit an 
unconditioned response. Reinforcement theory applies operant conditioning 
principles to learning. Knowing people change their behaviour in order to gain 
positive consequences and avoid negative consequences, an organization 

can deliberately manipulate consequences in order to motivate learning. Basic 
strategies include positive reinforcement, negative reinforcement, punishment, 
and extinction. 


14-2 

Describe Bandura’s social learning theory. Bandura argues that people 
learn through watching others’ behaviour and its consequences and then 
modelling that behaviour. His theory focuses on the importance of task-specific 
self-efficacy, an individual's beliefs and expectancies about their ability to 
perform a specific task effectively. 


14-3 

Describe evidence showing that thinking about learning seems 
to influence the learning process. Evidence comes from three areas 

of research: self-regulation prompts in online training, error management 
training, and after-event reviews. Interspersing prompts in online training that 
trigger the learner to reflect on the learning leads to better learning and lower 
dropout. Learners encouraged to make mistakes in a safe training environment 
transfer the learning better to novel situations and learn to take failure in stride. 
After-event reviews that ask the learner to reflect on how their specific actions 
and decisions contributed to the event's success and failure show enhanced 
learning. 


14-4 

Explain the aspects of performance management. Performance 
management is the process of defining, measuring, appraising, and providing 
feedback, and responding to performance. By taking actions that clarify 
organizational expectations, indicate results and impact, and support and reward 
effective performance, the organization can guide the performer's actions to 
better align with the organization's wishes. 
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learning A change in behaviour 
acquired through experience. 


classical conditioning Modifying 
behaviour by pairing a conditioned 
stimulus with an unconditioned 
stimulus to elicit an unconditioned 
response, 


operant conditioning Modifying 
behaviour through the use of positive 
Or negative consequences following 
specific behaviours. 


positive reinforcement 
Attempting to strengthen desirable 
behaviour by bestowing positive 
consequences. 


negative reinforcement 
Attempting to strengthen desirable 
behaviour by withholding negative 
consequences. 


punishment Attempting to eliminate 
or weaken undesirable behaviour by 
bestowing negative consequences or 
withholding positive consequences. 


extinction Attempting to eliminate 
or weaken undesirable behaviour by 
attaching no consequences to it. 


task-specific self-efficacy An 
individual's beliefs and expectancies 
about their ability to perform a specific 
task effectively. 


self-regulation prompting 
Questions that encourage learners 
to reflect on what and how they are 
learning. 


error management training 
Immersion in a safe training 
environment where learners are 
encouraged to deliberately make 
mistakes and see what happens. 


after-events review Procedure 
where, following an experience, learners 
systematically analyze how their actions 
and decisions contributed to the success 
and failure of the performance. 
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performance management A 
process of defining, measuring, 
appraising, providing feedback on, and 
responding to performance. 


management by objectives 
(MBO) A goal-setting program 
based on interaction and negotiation 
between employees and managers. 


360-degree feedback A process 
of self-evaluation and evaluations by 
a manager, peers, direct reports, and 
possibly customers. 


mentoring A work relationship that 
encourages development and career 
enhancement for people moving 
through the career cycle. 


Deficiency problem 
Performance overlooked by 
the evaluator 


Reliability problems 

1, Situational factors 
affecting the evaluator, 
such as mood or timing 
of the evaluation 


Disagreement 
between evaluators 
about methods 


%, Temporary personal 
factors, such as fatigue 
or ill health of the person 
being evaluated 


* Validity problem 
Poorly defined task 
performance causing 
Actual Measured invalidity 
performance performance 
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Explain the importance of performance feedback and how it 
can be delivered effectively. Feedback can have a powerful influence 
on behaviour. Good performance appraisal systems develop people, enhance 
careers, and boost individual and team achievements in an organization. 
Effective performance appraisal systems have five key characteristics: validity, 
reliability, responsiveness, flexibility, and equitability. The supervisor must 
establish mutual trust, be vulnerable and open to challenge, and be a skilled, 
empathic listener who encourages employees to discuss their aspirations. 


14-6 

Identify ways managers can reward performance. |ndividua! 

reward systems (such as commission and merit pay) foster higher effort and are 
particularly appealing to workers with a high need for achievement and high 
self-efficacy, but they can also undermine cooperation. Team reward systems 
(such as gainsharing and profit sharing) encourage cooperation and the sharing 
of information and expertise but are less motivating for individual contributions. 
Hybrid plans combine both individual and group reward systems. 


14-7 

Describe how to correct poor performance. Supervisors need first 
to identify the cause of the poor performance and then develop a plan for 
addressing the cause. In determining the cause, the supervisor must be careful to 
avoid the fundamental attribution error, which may lead to blaming the worker 
inappropriately. Performance problems are often not self-motivated and may 
be due to the circumstances. For example, the supervisor may need to address 
training practices, equipment issues, role ambiguity, or role conflicts. 
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Differentiate between job and work. A job is an employee's specific 
work and task activities in an organization. Work is effortful, productive activity 
resulting in a product or a service. A job is composed of a set of specific tasks, 
each of which is an assigned piece of work to be done in a specific time period. 
Work is an especially important human endeavour because it has a powerful 
effect in binding a person to reality. 


15-2 

Explain how job enlargement and job enrichment counter 
Taylor’s scientific management concepts. Scientific management 
focuses on work simplification. The other approaches move away from work 
simplification. Job enlargement adds tasks to a job in order to overcome the 
limitations of specialized work, such as boredom. Job enrichment incorporates 
motivating factors into job design, such as responsibility and opportunities to 
achieve. 


15-3 

Explain the job characteristics model, and how it has been 
expanded by subsequent research. [he JCM suggests that five core 

job characteristics (skill variety, task identity, task significance, autonomy, 
feedback from the job) create the critical psychological states of experienced 
meaningfulness of work, experienced responsibility for work, and knowledge of 
outcomes. These motivate the employee to work hard and enjoy the job. Further 
research refined the core characteristics (e.g., types of autonomy) and added 
many broad categories: social, knowledge, and work context. 


15-4 

Describe the concepts of social information processing (SIP), 
ergonomics, and job crafting. SIP indicates that employees are more 
influenced by their subjective perception of the job than the objective facts of 
job design, and the perception is heavily influenced by social cues about the 
tasks from those around them. Ergonomics is the science of adapting work and 
working conditions to the employee or worker. Job crafting suggests people are 
active architects in shaping their own jobs. 


15-5 

Identify and describe contemporary issues facing organizations 
in the design of work. Contemporary job design issues include 
telecommuting, alternative work patterns, technology at work, and skill 
development. Work is relationally designed to provide opportunities and 
increase flexibility for employees. Organizations use these and other approaches 
to tne design of work as ways to manage a growing business while contributing 
to a better balance of work and family life for employees. 
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work Mental or physical activity that 
has productive results. 


job A set of specified work and task 
activities that engage an individual in 
an organization. 


work simplification Standardization 
and the narrow, explicit specification of 
task activities for workers, 


job enlargement A method of 
job design that increases the number 
of activities in a job to overcome the 
boredom of overspecialized work. 


job rotation A variation of job 
enlargement in which workers are 
exposed to a variety of specialized jobs 
over time. 


cross-training A variation of job 
enlargement in which workers are 
trained in different specialized tasks or 
activities. 


job enrichment Designing or 
redesigning jobs by incorporating 
motivational factors into them. 


job characteristics model (JCM) 
A framework for understanding 
person-job fit through the interaction 
of core job dimensions with critical 
psychological states within a person. 


Job Diagnostic Survey (JDS) The 
survey instrument designed to measure 
the elements in the Job Characteristics 
Model. 


social information-processing 
(SIP) model A model that suggests 
that the important job factors depend 
in part on what others tell a person 
about the job. 

ergonomics The science of adapting 
work and working conditions to the 
employee or worker. 


job crafting Employees take the 
initiative to redefine their jobs. 
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i-deals Customized employment 
terms negotiated between employees 
and their supervisors. 


technocentric Placing technology 
and engineering at the centre of job 
design decisions. 


anthropocentric Placing human 
considerations at the centre of job 
design decisions. 


telecommuting Employees work 
away from the company (typically 
at home) through the use of 
technology. 


job sharing A permanent work 
arrangement where two or more 
employees voluntarily share or split one 
full-time position. 


compressed work week 
Employees work longer shifts in 
exchange for a reduction in the 
number of working days. 


flextime An alternative work pattern 
that enables employees to set their 
own daily work schedules outside core 
operational hours. 


Skill vari ‘ A High internal 
Task identity oe work motivatio 
wo! ‘ ’ 
Task significance High-quality 
ced work performance 
responsibility ‘ 
Autonomy ———_ High satisfaction 
pif ld with the work 
Low absenteeism 
and turnover 


Employee skilis 
\ConsexT Satistactior 


SOURCE: J. R. Hackman and G. R. Oldham, “The Relationship Among Core Job Dimensions, the Critical Psychological States, and On-the-Job Outcomes,” The 
Job Diagnostic Survey: An Instrument for the Diagnosis of Jobs and the Evaluation of Job Redesign Projects, 1974. Repnnted by permission of Greg R. Oldham. 


virtual office A mobile platform technostress The stress caused by 
of computer, telecommunication, new and advancing technologies in 
and information technology and the workplace. 

services. 
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Explain what aspects of organizational structure are represented 
on an organizational chart. An organizational chart shows the formal 
lines of authority and responsibility, the basis on which people are grouped for 


reporting purposes, and the formal systems of communication and coordination. 


1G=2 

Discuss the basic design dimensions managers must consider in 
structuring an organization. Basic design dimensions combine to yield 
various structural configurations. Structural dimensions include the following: 
formalization, centralization, specialization, standardization, complexity, and 
hierarchy of authority. Henry Mintzberg’s alternative approach is to describe 
what is and is not important to the success of the organization and design 
structures that fit each organization’s unique set of circumstances. 


Formatization Less More 

Centralization High Low 

Specialization Low Hign 

Standardization Low Hign 

Complexity Low High 

Hierarchy of Authority Flat Tall 
16-3 


Describe the basic organizational structures: simple, functional, 
divisional, matrix. Simple structures are a centralized form of organization 
typical of a small company, emphasizing direct supervision and low 
formalization. Functional structures group people according to functional 

role (eg., finance, marketing, production) whereas divisional structures group 
employees according to product, service, client, or geography. The matrix 
structure combines functional and divisional forms, typically through the use of 
project teams whose members report both to the project manager and their 
functional supervisors. 


16-4 

Describe four contextual variables that influence organizational 
structure. Four variables influence the success of an organization's design: 
size, technology, environment, and strategy and goals. These variables provide 
a manager with key considerations for the right organizational design. The 
relationship to size is evident in the table in answer 2 above. The less routine 

an organization's technology is, the greater the need for an organic structure, 
whereas companies with routine activities are best supported by a mechanistic 
structure. The more complex and dynamic the environment, the more an 
organic structure offers the needed flexibility and responsiveness. Strategy 
also links to structural fit, e.g., an organization that strategically focuses on cost 
leadership will likely use a mechanistic structure. 
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organizational design The process 
of constructing and adjusting an 
Organization's structure to achieve its 
goals. 


organizational structure The 
linking of departments and jobs within 
an organization. 


differentiation The process of 
deciding how to divide the work in an 
organization. 


integration The process of 
coordinating the different parts of an 
organization. 


formalization The degree to which 
the organization has official rules, 
regulations, and procedures. 


centralization The degree to which 
decisions are made at the top of the 
organization, 


specialization The degree to which 
jobs are narrowly defined and depend 
on unique expertise. 


standardization The degree to 
which work activities are accomplished 
in a routine fashion. 


complexity The degree to which 
many different types of activities occur 
in the organization. 


hierarchy of authority The degree 
of vertical differentiation across levels 
of management. 


span of control The number of 
employees reporting to a supervisor. 


simple structure A centralized 
form of organization that emphasizes 
direct supervision and low 
formalization. 


functional structure A form of 
organization that groups people 
according to the function they 
perform. 
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divisional structure A form of 
organization that groups employees 
according to product, service, client, or 
geography. 

matrix structure A dual-authority 
form of structure that combines 
functional and divisional structures, 
typically through project teams. 


mechanistic structure An 
organizational design that emphasizes 
structured activities, specialized tasks, 
‘and centralized decision making. 


organic structure An organizational 
design that emphasizes teamwork, 
open communication, and 
decentralized decision making. 


contextual variables A set of 
characteristics that influences the 
organization's design processes. 


technological 
interdependence [he degree of 
interrelatedness of the organization's 
various technological elements. 


environment Anything outside the 
boundaries of an organization. 


environmental uncertainty The 
number of different elements and the 
rate of change in the organization's 
environment. 


organizational life cycles The 
differing stages of an organization's life 
from birth to death. 


16-5 
Explain the forces reshaping organizations. Several forces reshaping 
organizations are causing managers to go beyond the traditional frameworks 


and to examine ways to make organizations more responsive to customer needs. 


Some of these forces include shorter organizational life cycles, globalization, 
and rapid changes in information technology. These forces together increase 
the demands on process capabilities within the organization and emerging 
organizational structures. To successfully retain their health and vitality, 
organizations must function as open systems that are responsive to their task 
environment. 


16-6 

Identify and describe emerging organizational structures. 
Network organizations are weblike structures that contract some or all of 

their operating functions to other organizations and then coordinate their 
activities through managers and other employees at their headquarters. Virtual 
organizations are temporary network organizations consisting of independent 
enterprises. 


16-7 

identify the consequences of an inappropriate structure. |f 
organizational structure is out of alignment with its contextual variables, 
one or more of the following symptoms appear: delayed decision making, 
low-quality decision making, non-response to changing environment, and 
interdepartmental conflict. 
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Identify the major external and internal forces for change in 
organizations. External forces that demand change are globalization, 
workforce diversity, technological change, and expectations for ethical 
behaviour. Internal pressures for change are generally recognizable: declining 
effectiveness, crisis, changes in employee expectations, and work climate. 
Adaptiveness, flexibility, and responsiveness are characteristics of the 
Organizations that will succeed in meeting the challenges of change. 


17-2 

Describe how different types of change vary in scope. Change 

can be of a relatively small scope, such as a modification in a work procedure 
(an incremental change) or of a larger scale, such as the restructuring of 

an organization (a strategic change). The most massive scope of change is 
transformational change, in which the organization moves to a radically different, 
and sometimes unknown, future state. One of the toughest decisions faced 

by leaders is the “pace” of change. Researchers agree that pace is important; 
however, they can't agree on which pace of change is most beneficial. 
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SOURCE: Kotter’s Change Model accessed from https://www.kotterinc.com/8- steps-process-for-leading-change, October 3, 2018. 


17-3 

Discuss methods organizations can use to manage resistance 
to change. The contemporary view holds that resistance is simply a form of 
feedback and that this feedback can be used very productively to manage the 
change process. Three key strategies for managing resistance to change are 
communication, participation, and empathy and support. 
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planned change Change resulting 
from a deliberate decision to alter the 
organization. 


unplanned change Change that 
is imposed on the organization and is 
often unforeseen. 


incremental change Change of a 
relatively small scope, such as making 
small improvements. 


strategic change Change of a 
larger scale, such as organizational 
restructuring. 


transformational change Change 
in which the organization moves to 

a radically different, and sometimes 
unknown, future state. 


change agent The individual or 
group that undertakes the task of 
introducing and managing a change in 
an organization. 


unfreezing The first step in Lewin’s 
change model, in which individuals are 
encouraged to discard old behaviours 
by shaking up the equilibrium state 
that maintains the status quo. 


moving The second step in Lewin's 
change model, in which new attitudes, 
values, and behaviours are substituted 
for old ones. 


refreezing The final step in Lewin’s 
change model, in which new attitudes, 
values, and behaviours are established 
as the new status quo. 


organization development (OD) 
A systematic approach to 
organizational improvement that 
applies behavioural science theory and 
research in order to increase individual 
and organizational well-being and 
effectiveness. 


survey feedback A widely used 
method of intervention whereby 
employee attitudes are solicited using 
a questionnaire. 
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management by objectives 
(MBO) An organization-wide 
intervention technique that involves 
joint goal setting between employees 
and managers. 


quality program A program that 
embeds product and service quality 


excellence in the organizational culture. 


team building An intervention 
designed to improve the effectiveness 
of a work group. 


process consultation An OD 
method that helps managers and 
employees improve the processes that 
are used in organizations. 


skills training Increasing the job 
knowledge, skills, and abilities that are 
necessary to do a job effectively. 


leadership training and 
development A variety of 
techniques that are designed to 
enhance individuals’ leadership skills. 


executive coaching A technique 
in which managers or executives are 
paired with a coach in a partnership 
to help the executive perform more 
efficiently. 


job redesign An OD intervention 
method that alters jobs to improve the 
fit between individual skills and the 
demands of the job. 


17-4 

Explain Lewin’s and Kotter’s organizational change models. 
Lewin’s model, the idea of force field analysis, contends that a person's behaviour 
is the product of two opposing forces; one force pushes toward preserving 

the status quo and the other force pushes for change. Lewin’s change model 

is a three-step process: unfreezing—encouraging individuals to discard old 
behaviours, moving—new attitudes, values, and behaviours are substituted for 
old ones, and refreezing—new attitudes, values, and behaviours are established 


as the new status quo. 


Kotter’s model has eight stages: (1) creating a sense of urgency, (2) forming a 
guiding coalition, (3) developing a strategic vision, (4) enlisting supporters, 

(5) removing obstacles, (6) generating short-term wins, (7) sustaining 
acceleration, and (8) locking the change in the organization's culture. He argues 
that change must proceed sequentially through al! the stages. His model is 
derived from research that identified factors which explained why some changes 
were successful while others were not. Kotter’s model is popular among change 
agents. 


17-5 

Explain how companies determine the need to conduct an 
organizational development intervention. Organization development 
(OD) is a systematic approach to organizational improvement. The first step, the 
diagnosis, should pinpoint specific problems and areas in need of improvement. 
Six areas to examine carefully are the organization's purpose, structure, reward 
system, support systems, relationships, and.leadership. A needs analysis then 
determines the skills and competencies that employees must have to achieve 
the goals of the change. 


17-6 

Discuss the major group-focused techniques for organization 
development intervention. Some OD intervention methods emphasize 
changing the organization itself or changing the work groups within the 
organization. Intervention methods in this category include survey feedback, 
management by objectives, product and service quality programs, team 
buiiding, and process consultation. These OD methods focus on changing the 
organization or the work group. 


17-7 

Discuss the major individual-focused techniques for organization 
development intervention. Managers have a host of organization 
development techniques to facilitate individual change. Development efforts 
include skills training, leadership training and development, executive coaching, 
job redesign, health promotion programs, and career planning. Success depends 
on techniques used, competence of the change agent, the organization's 
readiness for change, and top management commitment. 
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Explain occupational and organizational choice decisions. Today 
a majority of workers no longer work in one organization for the length of 
their working life. The new career model is characterized by discrete exchange, 
occupational excellence, organizational empowerment, and project allegiance. 
When building a career, individuals first select an occupation that meets their 
needs, values, abilities, and preferences. 


18-2 

‘ 
Identify foundations for a successful career. [wo foundations for a 
successful career are becoming your own career coach and developing your 
emotional intelligence. To become your own career coach, you must acquire 
multiple skills, develop self-reliance, and cultivate a flexible, team-oriented 
attitude. Emotional competencies are of equal or greater importance than 
technical skills. 


13-3 
Explain the career-stage model. The career-stage model shows 
that individuals pass through four stages in their careers: establishment, 


advancement, maintenance, and withdrawal. Timing of career transitions varies 


greatly among individuals. 
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18-4 

Explain the major tasks facing individuals in the establishment 
stage of the career model. Establishment is the first stage of a person's 
career. The activities that occur in this stage centre around learning the job 
and fitting into the organization and occupation. Individuals in this stage 
begin to work out their psychological contract with the organization and form 
attachment relationships with coworkers. 
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career The pattern of work-related 
experiences that span the course of a 
person's life. 


career management A lifelong 
process of learning about self, jobs, 
and organizations; setting personal 
career goals; developing strategies 
for achieving the goals; and revising 
the goals based on work and life 
experiences. 


realistic job preview (RJP) Both 
positive and negative information given 
to potential employees about the job 
they are applying for, thereby giving 
them a realistic picture of the job. 


establishment The first stage of a 
person's career in which the person 
learns the job and begins to fit into the 
organization and occupation. 


advancement The second, high 
achievement-oriented career stage in 
which people focus on increasing their 
competence. 


maintenance The third stage in 

an individual's career in which the 
individual tries to maintain productivity 
while evaluating progress toward 
career goals. 


withdrawal The final stage in 

an individual's career in which the 
individual contemplates retirement or 
possible career changes. 


psychological contract An implicit 
agreement between an individual and 
an organization that specifies what 
each is expected to give and receive in 
the relationship. 


career path A sequence of job 
experiences that an employee moves 
along during their career. 


career ladder A structured series 
of job positions through which an 
individual progresses in an organization. 
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mentor An individual who provides 
guidance, coaching, counselling, and 
friendship to a protege. 

dual-career partnership A 
relationship in which both people have 
important career roles. 


flexible work schedule A work 
schedule that allows employees 
discretion in order to accommodate 
personal concerns. 


eldercare Assistance in caring for 
elderly parents and/or other elderly 
relatives. 


career plateau A point in an 
individual's career in which the 
probability of moving further up the 
hierarchy is low. 


phased retirement An arrangement 
that allows employees to reduce their 
hours and/or responsibilities in order to 
ease into retirement. 


bridge employment Employment 
that takes place after a person retires 
from a full-time position but before the 
person's permanent withdrawal from 
the workforce. 


career anchors A network of 
self-perceived talents, motives, and 
values that guide an individual's career 
decisions. 


18-5 

Identify the issues confronting individuals in the advancement 
stage of the career model. Advancement is a high achievement-oriented 
stage in which people focus on increasing their competence. A hallmark of 

this stage is the exploration of career paths or sequences of job experiences 
along which employees move during their careers. Some companies use career 
lattices that move employees laterally through the organization in an attempt 
to build diverse skills. A mentor provides numerous sponsorship, facilitating, and 
psychosocial functions for the protégé. Dual-career partnerships are common 
now and can lead to work-home conflicts. 


18-6 

Describe how individuals can navigate the challenges of the 
maintenance stage of the career model. The maintenance stage finds 
the individual trying to maintain productivity while evaluating progress toward 
career goals. Individuals sustain their performance and continue to grow, 
although at a slower rate. Individuals in this stage may also become mentors. 


18-7 

Explain how individuals withdraw from the workforce. The 
withdrawal stage involves contemplation of retirement or possible career 
change. Increasingly, individuals in this stage are opting for phased retirement, 
which is a gradual cessation of work. To help workers at this stage of their 
careers, organizations should provide opportunities for continued involvement 
with the organization, such as mentoring other empioyees making career 
transitions. : 


18-8 

Explain how career anchors help form a career identity. Career 
anchors are self-perceived talents, motives, and values that guide an individual's 
career decisions. Five main anchors are technical/functional competence, 
managerial competence, autonomy and independence, creativity, and security/ 
stability. 


18-9 

Become familiar with some current tools and practices that will 
help you develop your own career. The material in Part 2 of the book 
provides the theory behind understanding who you are, your skills, and your 
weaknesses. The chapters on teams and decision making provide guidance 
about the nature of teams and how to make effective decisions in teams. The 
material on organizational culture is particularly important so you know how to 
read organizations. Chapter 18 highlights the tools that you can use to shape 


your career journey. 
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